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Foreword

WHEN I FIRST became a member of the ASCD Executive Council
some two years ago, the concept of accountability was deemed a
critical source of issues and problems in U.S. education. I recall
that shortly thereafter William M. Alexander and William
Drummond prepared a challenging statement on the topic. The
present monograph, Schools Become Accountable: A PACT Ap-
proach, was prepared during this past year as a follow-up
document.

The passing months have made the topic, accountability, more
rather than less timely. And ASCD is most fortunate to have the
expertise and scholarship, the writing skill and background of
Richard L. DeNovellis and Arthur J. Lewis devoted to a highly
effective, carefully reasoned development of accountability.

Perhaps a century ago the community held itself to be the
accountable agency insofar as schooling was concerned. In the
1920's, the so-called Testing Movement began to make the child
accountable for norm-referenced academic performance. The
1960’s saw the beginning of a powerful trend toward making the
school the acccuntable factor. This is simply a euphemism for
teacher accountability since a “school” has no identity per se, but
represents, in many ways, the sum of the efforts of the members
of the professional staff,

Basically, in the 1970’s, society must become the real basis for
accountability as portentcus decisions are reached with regard to
what constitutes equitable educational opportunity for persons of
all ages. At least this is my genuinely humble opinion!

The fine document which follows sheds important light on the
era of unusually rapid transition through which our culture is
moving. It is provocative, useful, positive, and informative. Pro-

O N 4{:’ vii
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fessional educators, parents, and citizens concerned with educa-
tion’s challenges and opportunities will find that Schools Become
Accountable: A PACT Approach is important reading.

Indiana University HaroLp G. SHANE, President, 1973-1974
Bloomington Association for Supervision and
March 1974 Curriculum Development




Introduction

THIS PUBLICATION provides a general guide for establishing an
accountability plan in individual schools through the formation of
a Planning Accountability Team (PACT). A description of this
accountability model is found in the last section and will serve
as a reference and a guide which schools can use in their local
accountability efforts. ;

‘The word “accountability” is a relatively new arrival in the
lexicon of the educator with a wide range of often imprecise
definitions given to the term. Consequently, applying the concept
of accountability to schools is proving difficult and controversial.
Definitions of educational accountability derived from business and
Industry incorporate economic and fiscal terms such as resource
allocation, cost effectiveness, and systems input and output. In-
structional leaders generally reject the direct application of indus-
trial and business models to education and prefer to define
educational accountability in terms of responsible leadership and
effective education for students,

Varying definitions of educational accountability reflect dif-
ferent attitudes toward its effect. Some view accountability as a
panacea—as though the concept itself would provide solutions to
problems. Others see it as a sinister threat that will undermine the
humanistic aspects of education. The authors view accountability
as a tool, and, as with any ‘ool, one that can be ha»mful or bene-
ficlal depending upon how it is used. The purpose of this publica-
tion is to describe one way accountability can be used as a tool
for the improvement of education.

The definition of educational accountubility used in this pub-
* lication is derived from its root meanings. The word “account”
~ is derived from Old French aconter, meaning to tell. Dictionary
definitions of “account” include: to consider or judge to be, to

Q ix




X SCHOOLS BECOME ACCOUNTABLE: A PACT APPROACH

furnish a reckoning, to give satisfactory reasons for. -Definitions
of accountability include: liable to be called to account, to be
responsible. Definitions of account and accountability include some
type of reporting or telling and imply that this reporting is in
relation to some object of value or goal. Accordingly, the authors
~ have used a relatively straightforward definition of educational
.accountability: Educational accountability is reporting the con-
gruence between agreed upon goals and their realization.

Although this definition of educational accountability may
appear to be simple, its application is complex. Its use depends
upon finding satisfactory answers to questions associated with four
key words in the definition: accountability, reporting, goals, and
realization,

1. Questions in relation to, “accountability"
Who will be held accountable?
\What will they be accountable for?

2. Questions in relation to “reporting”:
Who prepares the report?
To whom is it given and for what purpose?

3. Questions in relation to “goals”:
Whut is the nature of the goals?
Who determines the goals?
Who agrees upon the goals?
How can goals be assigned priorities?
Are the goals, once stated, immutable?

4. Questions in relation to “realization”:
What is mearnt by realization?
Who is going to determine the congruence between an
agreed upon goal and its realization?
What basis will be used for judging congruence?

The plan proposed in this booklet provides answers to these
questions,

The first section of this volume traces a brief history of
accountability, relates the press for accountability to concurrent
developments in schools, and summarizes present state legislation
regarding accountability, Section Il contains four guidelines which
should undergird any plan for educational accountability, The
position represented by these guidelines redefines those popular
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ideas which promote only a very narrow and restricted definition
of accountability. The four guidelines are:

1. The purpose of maintaining an educational accountability
program is to improve the quality of education,

2. Any person or group influencing the quality or nature of
educational experiences should be actountable to the affected
children, parents, community, and to the larger society.

3. Although accountability is related to the products of edu-
~ cation, accountability should be measured in terms of the input and
the process, as well as the products of education.

4. Schools, teachers, and others should be held accountable
for objectives in the affective and psychomotor realms as well as
in the cognitive.

The third and last section provides a practical organization for
implementing accountability through the establishment of a Plan-
ning Accountability Team (PACT). This organizational arrange-
ment provides a mechanism for professionals to work with members
of the community in defining expectations for the schools, making
long-range plans, and evaluating school programs. One conse-
quence of increased public influence on the schools can be increased
public confidence in the schools. The final result may then be a
system of public education which is more responsive to the needs
of the people—both individually and collectively.




SECTION |

The Current Press | '
for Accountability

THE CURRENT PRESs for accountability has developed steadily since
the mid 60’s when public officlals used the term in spelling out a
policy positlon. According to Leon Lessinger, demands for ac-
countability for the use of federal money resulted from poor
academic performance of minority children, inconclusive results
of federal ciompensatory programs, and accelerating increase in
costs.! The language used to define accountability reflected the
increased tendency to use industrial models and management
systems to control the flow of federal and state money. Subsequent
definitions of accountability have emphasized different facets of the
educational process, and consequently have produced their own
small centers of confusion and controversy. For example, defini-
tions of accountability given by E. B. Nyquist,2 J. W, Porter,® and
Leon Lessinger 4 accent very different ideas about the concept of
accountability, According to their definitions, accountability for the
public school system is associated with such variable concepts as
measurable objectives, responsibility, evaluation, basic skills, co-
operation, fiscal management, planning, resources, and budgeting,

Variations in definition are a reflection, in part, of differing

1 Leon M. Lessinger. “Engineering Accountability for Results in Public
Education.” In: Leon M, Lessinger and Ralph W. Tyler, editors. Account-
ability in Education. Worthington, Ohlo: Charles A. Jones Publishing Com-
pany, 1971,

2E. B, Nyquist. “Measuring Purposes and Effectiveness.” In: Leon M.
Lessinger and Ralph W. Tyler, editors. Accountability in Education.
Worthington, Ohfo: Charles A. Jones Publishing Company, 1971. p. 24.

3 J. W, Porter. “The Future of Accountability.” Paper presented at the
proceedings of the Conference on Educational Accountability at Princeton,
New Jersey, 1971,

{Leon M. Lessinger and Ralph W. Tyler, editors. Accountability in
Education. Worthington, Ohlo: Charles A. Jones Publishing Company, 1971.

Q 1
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o pUrposes for accountability-——these in tuin, produce pressurcs forf NS
. “different emphases for accountability in schools The range of
purposes can be characterized by sketching tha history of three
~ . terms—"program accountability,” “fiscal accountability," and “in.
s structional accountabllity.” Program accountability refers to comi-
- prehenslve program evaluation, as for example in federal programs

. such as Title I or Title VII; “whilo fiscal accountability refers to
_ stringent planning and accounting for monies provided to school
~districts, In contrast, insttuctional accountability, while heavily
- Influenced by the developments assoclated with program and fiscal
S accountability, originates primarily with educators and others who
- are_dissatisfied with the educational system. They charge that
- schools are falling to. provide Students with the' abiiities necessary- ,
o to cope with the future.; - , , &

: Program Accountabihty

e One of the roots of the present trend toward program ac-;
countability was the passage of the Elementary and Secondary .
- Fducation Act (ESEA) of 1965, Since approximately five billion
~ dollars a year was provided to varlous compensatory programs
_under this act, firm guidelines were established for evaluatior
- components, However, considerable dissatisfaction existed with
 the reports which were submitted from most federal projects. For
= example, the Miller. Report,* which was published in 1967, indi-
- cated that in the first year of Title 11 proposals evaluatlon was the .
5 },weakest element of the programs, :
can In an attempt to institute a “program accountability" which
o wouid encourage a more effective evaluation of federal projects,
- the Bilingual Education section of the ESEA was smended in 1967.%
~ This amendment included the following provisions: (a) objectives
~ must be stated in terms of desired student performance; (b) a
- school system must recognize its own capabilities and deficiencies -
- and seek to utilize appropriate techi:ical assistance in an effort to
~develop and operate an effective program; and (c) all projects e
~ must provide for an independent educational accomplishment audit -
- of the project '

5Cited in paper by S. Kruger ‘Implications of Accountabnlty for Pro- T
. gram Evaluation.” Presented at the Invitational Conference on Measurement
in Education, University of Chicago, Chicago, lllinois, April 1970,
- 8 Educational Resource Information Center. Research in Education
ED 057916 Washington, DC ERIC Clearinghouse, April 1972



e c;oaasam:;s FOR ACCOUNTABILITY 3

;attempt to ‘pinpomt specific causes for its emergence would bo an
verslmpliﬂcation. However, its genesls Is related to program

ccountability, public demands, and limited resources. Dissatisfac-
1 the result of evaluations of ESEA projects caused program

als to demand more and better accounting for the money

\ s being given by the federal government to the local school
: ‘istricts.[ For example, billlons of dollars had been given to
- programs for the disadvantaged during the early: 60’s. Unfor-
unately, program evaluations did not- provide specific data to .

ustify these expenditures;. consequently, program officlals began
jemanding ¢ a more careful cost accounting for their money, Public
fficials, as a result, began defining accountablity in the terminol.
gy of limited resources, cost effectiveness, and systems models.
n effect; many of these officials were foreshadowing the use of
management systems to account for the use of federal monies inf
- federal projects. - o
o f;f—;The pressure for ﬁscai accountability was also a response to
: pubiic demands that were taking place in the late 60’s, According

to the Annual Report to the President and Congress,” the late 1960’

. were marked by voters clamoring for an account of thefr tax dollars.
Most bond issues were defeated in an emphatic and resounding
nner, 'l‘axpayers in some communities resisted -any attemptsﬁ

o raise new tax dollars even when schools were forced to close,

;Whiie the public was demanding that their schools be more respon- .
 sive to local needs, they were resisting any increase in local fundsg. ‘
o meet these needs. -

The direct relationship between pubiic concern fox' the cost -

ucation and the demand for accountability was demonstrated , .

by the 1971 Gallup poll of public - attitudes toward  education, -

Americans rated the financtal crisis as the number one problem of
1ocal schools. The public wanted to know how effectively thelr -
_.educational dollars had been spent before they would agree to

E support new school programs,

A the pressure for fiscal accountability grew and ﬂnancialf .
restraints increased the desire for efficlency became more. pto o

*

o "National Advisory Council on the Education of Disadvantaged Chii ’

?; dren. “The Weakest Link: The Children of the Poor” Title I, ESEA, 1071

Annual Rep0rt to the Prcsident and Congress. Washingim, D.C.: the Council i




-4 SCHOOLS BECOME ACCOUNTABLE: A PACT APPROACH

nounced School people were urged to adopt business management
techniques for resource allocation and planning. School admin-
“fstrators were introduced to management by objectives, contract
- engineering, logistics, quality assurance, Program Evaluation and

Review Techniques (PERT), resource utilization, Critical Path

"—Method (CPM), and Program Planning and Budgeting System

. (PPBS). The impetus for using business management techniques o

" in education stemmed, In part, from their earlier use in govern-

- mental agencles,
- George McNamara applied many buslness management tech-

- niques to the operation of the Department of Defense. His success -
led President Johnson to issue an executive order in 1965 requiring

G ‘the use of PPBS in all federal agencies.® Accordingly, Secretary ' :

-~ John Gardner had guldelines prepared for the application of PPBS T

" to the Department of Health, Education, and Welfare, including

the Office of Education. The implications of these actions were
. g:lven ina speech presented by Terrel Bell in whlch he stated e

i In the U.S. Office of Education, for example, the Secretary has put e
 HEW on a management by objectives system. In monthly review sessions, -
. he wants a detalled time-phased action to show how 1.6 billion dollars .~
. of ESEA’s Title I is going to buy some measurable progress in disad. =

. vantaged student accomplishinent. The systems approach to laying out -

- objectives and setting forth in dollars, personnel, and actlon strategy
- the means for attaining goals is becoming a perplexing challenge to the

- U.S. Office 6f Education, , . . Our sophisticated sclentific and production- -

*orlented society 13 demanding a more sophisticated, scientlﬁc, and;

‘iﬁ':Production-Oriented educational system,?

The key emphasis in management systems as. now applled to'
education is on objectives which state the desired outcomes in = -

explicit terms—an emphasis that parallels the use of behavioral = -
- objectives,  Behavioral objectives, which were spawned by the =
- earlier work of Ralph Tyler, Hilda Taba, B. F. Skinner, and Robert -

"Mager, emphasize the outcome-oriented approach as a functional

" way of shaping instructional practices. Terminology used by ‘E.
-adherents of behavioral objectives reflects an emphasls on measur-

- able and observable behavior. Although a difference of opinion still =~
~ exists as to the effectiveness of behavioral objectives, their use has

.become widespread and is associated with an increased em; hasis .

' on outcomes, efficiency, and specificity. The use of behavioral i

‘8T, H. Bell. “Accountability: A Construcﬁve Force in Educatlon "
s Keynote address given before the Northwast Assoctation of Secondary and s
* . High Schools Annual Conference, Reno, Nevada, December 7, 1971.

2 Ibid.
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objectlves has generally rcinforced ﬁscal accountablllty, usually,
individuals who accept the outcome orlentation of behavioral objec-
tives more readily accept the use of management systems in
;education and fiscal accountability,

-

L’of the pressures associated with the accountablllty movement,

aver, public school systems throughout- thelr long history have

will trace sonie of the historlcal antecedents of “instructional

: lnstructlonal Accountability

fso'clal and economic forces, schools have found it difficult to be
“responsive to changing needs and opportunities of the times, The
‘effect of cultural conditlons on the schools and curriculum was

“education,’ ‘He described the first schools in the United States as

evident during this perlod. First, authority for administering
‘ond, schools assumed the functlon of sorting indlviduals for ]ob,

;“responsibllities ‘ _
~ The shift in authority was to be expected for as citins grew :

~should be allowed to ply thelr own trade without interference.

. 10R,F. Butts. ‘A Cultural Hisiory of Western Education. Yok, Penn-
sylvanfa Maple Press Company, 1955.

meeunmam PRESS 1'OR ACCOUNTABILITY 8

‘This brief sketch of fiscal accountability has dentified some

These pressures are complex and pose many problems particularly '_‘f: :
when they are viewed In conjunction with the {ndictments of -
fallure being expressed by critics of the educational system. How-

always been subject to some type of criticism, The next toplc

accountability” and will note how indictments of failure have been
leVeled ﬁrst at one part of the educatlonal system and then another. il

As instltutlons beleaguered by crosscurrents from polittcal

“documented by R, Freeman Butts in his narrative history of western -

eing small, simply administered, and controlled directly by indi-
-viduals in the tommunity, - Few children during this era actually.
“attended scheols since the demands for unskilled, semi- skilled, and
omestic labor were quite large and, consequently, people could -
asily obtain jobs. However, as industrlalization occurred, the =

ultural conditions shifted dramatically and so did the emphasis
f the schools. Two primary changes in the educational system were

_schools shifted away from people in the communities and sec-

50 did city school systems and state agencles. The complexity nf
larger schools made many problems difficult to understand and =
most citizens adopted the attitude that teachers were speclalists who g

j’I‘eachers then, were free to discharge their dutles and respon-' S
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sibilitles in thcir schools, usually with little community particlpa. .~
- tlon or involvement. During this period, teachers generally held .
each child accountable for his own success. Lacking any guidelines
for studying individual potential, teachers assumed that children
who failed had limited ability and/or were lazy; when failure -
- occurred, it was attributed to “poor genetlc stock,” poo: study habits,
- poor attitudes, or a lack of motivatlon, The general notion which
. persisted was that If a school failed to educate a child, it was the
- child's fault,. S B SERNRIEREE
" As time progressed, it was recognized that the faflure of chil-
dren In schools might be due, in part, to the effects of the com-

- ymunity and the home environment, In the 1930’s Lloyd Warner,
- Robert Havighurst, and Bruce Neugarten published studies which =~

. emphasized differences betws:n social classes; while the Committee -
. on Human Development r-ursued the study of cultural leaming.
- Such studies demonstraie the partial influence of community and
_ family factors on’ the success or failure of a-child In school.
- Consequently, the concept of responstbility for a child's success or
~ failure was broadened to include members of the community. No
~ longer could the responsibility of a child’s fatlure rest solely -

~upon ‘the pupll; rather it was attributed, - in. part, to cultural
- conditions within his community, e C L oA
- During the late 50's, upon the realization that the Russians
- were ahead in nuclear technology—if not in basic research—school
~ failures were related to the teaching of the disciplines. Schools -
~were considered ineffective—ocritics charged that the curriculum
. had failed to keep abreast of the changing times. _Consequently -
- large sums'of money were provided by the National Sclence Founda-
~ tion to revise the science, math, and foreign language curricula,
- During this: perlod curriculum designers shared the blame for
~ failure with students and community. S
- In the 70, the erphasis shifted once again, Some critics of -
*  education took an extreme position that if a child falls, it is the
- teacher’s fault, They placed the blame on teachers for the lack of
- basle skills in children from poverty areas and for the disenchant- .

- ment of the community with their schools. These critics suggested -

- that the effectiveness of the schools can be assessed by evaluating -

- the performance of teachers as measured by the achievement of
- thefr students. Evaluation, in their opinion, would then serve as
the basis for retaining and certifying those teachers who produced
learning in children, ' o

- Throuvgh the years, responsibility for failure in the schools has
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’;"been associated with one group then another. Historically, sohools'

1avé been subject to varying socal {nfluences which have focused =
riticism on different parts of the educatlonal system. Each group

n turn—~children, community, curriculum builders, and teachers—
$ been “heid aco(mntable" for failure of the schools. _

‘ ;Qny Regarding Accountabihty

,eoause cun‘ent oriticisms of the schools are associated with

lal, economic, and political prossures, it is not surprising that
?,i‘eghiatlon Is being passed in an effort to mandate effectiveness.

Unfortunately, some of this legislation may- have harmfui long'»

10 effects.

‘Leglslation reouiring accountability has been endorsed o

- many sources, including President Nixon’s 1970 Message to Con~ g
Ss ONn Education Reform. The President stated o

:In developing these new measurements. we will want to begin byj‘_
_ comparing the actual educational effectiveness of schools in similar

“economic and geographio circumstances, We will want to be alert to the. e

“fact that in our apresent educational system we will often find our most
devoted, most talented, hardest working teachers in those very schools

“where the general level of achieveinent s lowest. - They are ofter there

because their commitment to their profession sends them where the“f{
mands’ upon thelr profession are the greatest. .
From these considerations we derive another new concept,

untability, - School administrators and ' school teachers altke are

- responstble for their performance and it Is in their interest as weli
_as the Interests of their pupils that they be held accountable, '

Other oﬁicial endorsements of the theme of accountability hav A o

‘expressed during the past few years at state and national
etings; ‘For example, one of the major groups supporting ae-

ountability, the Education Commission of the States, devoted fts
uly 1970 meeting to this topic,

clal endorsen:ents of the accountability movement haver'

the preparation and enactment of - legislation in many -

s, Information about current jegislation related to accountabil-
ity can be found in published reports issued periodicaily by the iy

'-iCooperative Accountability Project (CAP) 2.

o 11Richard Nixon “Special Message to Congress on Education' :

~ Reform * March 3 1970 :
oon The Cooperative Accountability Proiect (CAP), a seven' state, three Sy
ear project initiated in April 1971, is funded to develop an accountability, S
ystem which will serve as a model for state educat!on agencles,” -
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Legisiation  No Legisiatlon  No

State Enacted Legislation  State Enacled Leglstation
Alabama X . Nebraska X
Alaska X : \ -
o Ar:z'on’a X Nevada Regglll?ttlon »Stmte
‘Arkansas B X New Hampshire - X
~ Californla X New Jorsey X T
~ Colorado X New Mexico X
~_Connectlout X New York X .
~ Delawsrs X - NorhCarolina X
"grDIstrictofcmumbla o X NorhDakota X ;
 Florlda X Some T}
. QGeorgla ' ‘ X e ; W NG
o Haw:,,‘ T Oklahoma. ~Resi?b?ltqn' rst:‘t_?ngﬁ”
o ldsho . % Oregon X
~ Mmnols X -~ Pennsylvanla X
 indigna X Rhodelsland X
lwa X SouhCarolna . X
 Kensas X " SsouhDskota . X
7 . Kentucky - _ X Tennessee X G
"L)ulslana‘ﬁ 2 X  Texas© X .
 Mane ; X Uteh o X
.~ Maryland X ~ Vermont - ' Xl
L Massachusetts X  Vigila X RN
~ Michlgan X Washington X :
Minnesota X WestVirginla X
~ Misslssippl X Wisconsin X
~ Missourl X Wyoming X
Montana ) X

TOTAL** 27 4

*The contems of the Resolution were made a part of the School Code.

**Total does not Include the Joint Resolutions. Inclusion of the District ot Columbla
- makes a total of 51,

Table 1. Status of Accountabllity Legisiation, Fall 1973
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‘*‘.-'I‘able 1 presents informatlon on the status of legislation about G
ccountability as of fall 173,18 ‘According to this table 27 states
laws which feature “some aspect of accountability” Two

ates, Nevada znd Oklahoma, adopted Joint Resolutions

rting accountability. In a more specific tabulation, states .

ere listed as having “some aspect of accountability” if they had
glslatic lating to one or more of the following:

‘Statey ,testing or assessment program’ (15 states) S

2; Utllization “of a PPBS, MIS. (Management Information’ L

stemy, of a uniform accounting system (13 states) - .
3. 7,Evaluation of professional employees (9 states)

An. analysis of individual state leglslation reveals that a few;f .
tates are taking a narrow approach to ‘accountability, For example, -
“states have accountability legislation which’ pertains only to
evaluation' of professional personnel. Other ‘statcs are inst.
ng comprehensive plans for accountability.f Micbigan, for ex-
ple, has unvelled a six step model containing the following
ements; (a) identification of statewide goals, (b) development.
‘of measurable objectives to meet these goals, (c¢) assessment of
udent needs to meet the objectives, (d) analysis of an instruc-
onal delivery system, (e) evaluation of that delivery system, and
(f) commendation for change and . {improvement,*- Similarly,
‘Florlda, another leading state in the accountablit movement, has
f«‘adopted these elements as part of its accounta{i
ton' 229 053-1969 Florida Statutes)

1 To establish statewide educational objectives ,} Gre

2, To establish objectives which shall reoeive highest priority -
e for a given time period t

‘3. To establish a sound program of ﬂnancial support

lity plan (Sec-_l{j L

~ 4. To provide efficlent coordination and distribution of funds

1 5. To establish minimum standards for achievement and .
‘quality control t o

- 6.-To assist localities in evaluating results

o ‘To develop a good information system on the facts and o

« condittons of education,

18 Cooperative Accountabili Project Legisiation by the States Ac
'countability and Aasemnent in E ucation Revised Denver. Coloradm CAP‘ e

fall 1973,
ﬁ7f(s) 19-21; November-December 1973,

14 John W. Porter, “What Are We Getting for Our Tax Dollar?” Compact‘ i
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- Although state plans for accountability differ, they have cer-
~ tain elements in common. For example, most of the accountability =
- plans legislated by the states include one or more of the following -
- components: establishment of statewlde goals, collection of infor-

~mation on student performance, provision for allocation of state

_resources, establishment of some type of accounting procedure, and
evaluation of professional personnel, e A

- Several states have developed statewlde educational goals, or
~objectives, In some instances the legislation is prescriptive in
specifying goals (for example, Mississippt). In other instances the
leglslation 15 general enough to permit a wide degree of latitude
- (for example, Masswchusetts), .~~~ . o

Fifteen ‘states have nstituted statewide programs to asses

udent achlevement. Some states use the results to attempt to
solate factors that influence learning—some use the results for
statewlde decision making. States generally disseminate test results
to local schools and school distriets, ~ -
-~ The allocation of state resources is often dependent upo
_compliance with some aspect of an accountablity plan. For ex
‘ample, Colorado law provides that failure to establish and maintat
4 program accounting system will result in a loss of “ -, tén percent
of the amount 1t otherwise would recefve during the ensuin
alendar year pursuant to the-‘Public_School Foundation -Act o
969”18 Other states provide extra resources to encourage im-
_provement in their programs of “educational effectiveness and fiscal
efficlency1e o
- Thirteen states have legislated some type of accounting system -
that relates program, management, and budget, In some states
.specific procedures are legislated; in other states the department of -
- education s directed to work with school districts in developing
- approptiate systems for the management of information, ~
~Nine states have passed legislation regarding evaluation of = -
-~ professional personnel. Some of these states directly relate teacher
~ evaluation and accountability, For example, the widely challenged
. California legislation specifies that, “all local teacher evaluation
- systems must include standards of expected student progress in
- each area of study, and certificated personnel are t be assessed In =~~~
- relation to the establishad standards.” " By way of contrast, the

18 Cooperative Accountability Project, op. cit., p. 6.1.
18 Cooperative Accountability Project, op, cit., p. 14.0,
17 Cooperative Accountability Project, op. cit,, p. 5.8,
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Kansas leglsiation ~vovides simply that each board of education
shall develop procedures for the evaluation of professional em.
ployees within gencral guidelines.!? ;
- Assessment s not only occurring at the state level but also at

" the national level, At the present time the Natlonal Assessment

of Educational Progress program is conducting an analysls of the

ttainment of important educational objectives. The NAEP reports E
-valuable information regardin_g subject matter areas, socioeconomlc, s

data, and pupil progress,

~ Any plan for accountability at tho local school or school distrlct Ty
j‘level will need to be developed in relation to state and natlonal
rograms, How the various components of such plans can ' be
_integrated into the proposed PACT approach will be discussed m a.

‘later section ( see pp 30- 32)

' 13 Cooperauve Accountability Project, op. cit., p 17 0




'SECTION |
- Guidelines for Applying-
~Accountabillity to Schools

- CURRENY' APPLICATIONS of accountability to schools have run into =
- difficult and complex problems. Many of these problems relate to =
 politlcal and philosophical issues—issues which must be encoun-
_ tered and resolved in any movement which affects the lives and
. schooling of many people. The political issues revolve around the
“question of who makes what dectsions about accountability, The
~ philosophical issues are related to fundamental ideas about educa:
;lorxi including basic values, standards, and individual and national
. Underlying both the political and philosophical issues in a
countabllity is the question of purpnse.  The emphasis on prograr
- and fiscal accountability, prevalent in beginning stages, affected
- only a small number of people and served a specialized function,
~Yet under current conditions, in which a large number of people
_are being affected, the “why” or reason for accountability should
- not be grounded in a narrow philosophy which invites problems -
- because of its specialized interest. If accountability is to become a

. positive force In education, its meaning must be divorced from the
- specific emphasis from which it originated.” And it should be based
. on a set of guidelines which will enable schools as institutions.
effectively to play out their role in society. R

~ " GUIDELINE No. 1. The purpose of maintaining an educa-
- tlonal accountability program is to improve the quality of education,

. This guideline provides a clear enunciation, of purpose for
- accountability. It does not eliminate the use of fiscal accouniability |

and program accountability with their emphases on cost-effec-

~ tiveness and program planning. Rather, this guideline states that

* in the final analysis an accountability program Is to be judged by

its effect on the quality of educational experiences provided by the
school. If some type of fiscal accountability enables schools to
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' ”'provlde better educational programs, then it has merit, Similarly,
If cost-effectiveness provides a means for achleving better educa-
~tlon, it has value,

. This guideline does not deny the value and importance of
;plannlng In fact, a more comprehensive kind of - planning is
~needed than is to be found in most management-technique ap-

‘play for individuality of experience and yet irm enough to provide
_continuous learning. Schools engaged in comprehensive planning
“should undergo a continuous self-evaluation. Through this process

become clearer,

: fOr whom they exist, new goals are likely to emerge. Accountability
demands the reconstruction of goals, and an agreement on those

critical selection of goals by teachers and citlzens who are engaged
in the process of gathering information about their schools. New

living in a specific place and at a specific time,

,'teachers engaged with thefr communities in the process of solving
“school problems. Since truth for each community is fashioned in
human experience, it becomes important to discover and rediscover
- where institutions and ideas are weak. The school- based unit for
. accountabillty proposed in Section 111, developed on sound prin-
ciples of democracy, opens the context of education to continuous
- critictsm, inspection, and reviston by society. Accountability based
~_ on this philosophy utilizes all the resources of people and technology.
~_to help education in the continuous process of self-renewal.

' Accountability construed in a philosophy of experience is not
an end in itself—nor is it only a means. Accountability is an
instrument for enabling educational institutions to be responsive to

- the present realities of our society. Accountability can encourage
- the utilization of technology and resources to provide a better
future for young people in the schools.

_proaches, ‘This planning must be flexible enough to permit free -

~ of self-evaluation, the meaning and the purposes of the school will =~

~As schools undertake the task of declding why they exist and

~which have the highest priority, It is through this process of

. reconstruction that new goals, relevant to the present and as a basls
 for future planning, will be agreed upon. In a changing, dynamic
“world new meanings must evolve from those individuals who live .
“in the present. However, new meanings for schools cannot become =
lear in a random, uncontrolled, unorganized activity which exists =~
in the name of education. Instead they must evolve from the

‘meanings for schools rest upon the problems solved by people“ o

- The power of accountability rests upon public acceptance of .
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Gumnuun No 9, Any person or group shartng responstbilttyj
'for the quality or nature of . educational experiences should be
_accountable to the aﬁected children, parents community, and to[ ﬁ
 the larger soclety, o G
- This guideline provldes an answer to the question Who is o
_be held accountable? As indicated in the previous section, children,
‘community members, curriculumbuilders, and teachers have all
“been subject to critleism and “held accountable” for failure in the
“schools,  Since each of these groups influences educational expert,
nces, it s appropriate for them to be held accountable, However,

groups‘ andl{tdividuals should. share 1n this a4 { .

CO A ;
s are legisla ,ng'accountabtlity anc several
hing,,contr I at'the state Jovel. But pra blems can.
by dhat

“attitudes, dlspostttons, feelin
eld accountable, - Legislativ acce
, n economics and’ politics, often pri
on and despatr on the part of those w}
vaoo_;oft du’ca '_rs‘ are held reSpons;

’fbe held accountable-people in the local school and contmunity
- This position is in accord with an ofﬁcial statement tssued by the
~ Natfonal Educatlon Association' '

= " The Association believes that educators can be accountable only to
" the degree that they share responsibility in educational decision making
~and to the degree that other parties who share this responsibility—
legislators, other government officials, school boards, parents students i
~and taxpayers-—are also held accountable.t :

B 1National Education Assoctauon “Current Resolution 73- 25 Account- '
~. ability.” 1973-74 NEA Handbook for Local, State, and National Associattons
Washington, D.C.1 the Assoclation, 1973, p. 85,
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’I‘he state can provide some direction for programs of account;» B

bility and still concentrate most of the deciston-making power in -
:)i;e hands of people at the school level. The rolé of the states should

that of providing ald, opening lines of communication:so that
an be administered if it is needed, and cooperating with

eople in’ the local districts. Speciﬁc activities conducted by;;;j
tates includer :

Coiiecting, anaiyzing, and interpreting informatlon regard
ccountability r ~

Developing technology and actlvities for achieving accounti

. Estabiishing uniform state goais and objectives

Providing int‘ormation on costs and processes of instruc~
fonal programs : ~

The manner. in which accountability is put into effect by the i
tates and the school district and the support they provide for -
- activites associated with accountability will influence the impact
f accountability on the educatlon of students. However, schools
must operate within the constraints established by local, state, and‘
atlonial bodies, The Planning Accountability Team (PACT) ap-
roach‘provides for adapting to variations in external constraints

nd at the same time suggests a procedure that will gain the con-
idence of local, state, and national leaders-——conﬁdence that can

esult in assigning greater control to the local school.

GUIDELINE No. 3. Aithough accountability -is related to tke]"‘fL
roducts of education, accountability should be measured in terms

Aofthe input and the process, as well as the products of education. -

‘Accountability is generally associated with declding on goals,

ianning for their achievement, and designing methods of eval-

uatlon which determine whether the goals have been realized.
(Evaiuation of products is an integral part of any accountabiiity o
~program. However, a preoccupation with the achievement .of
immediate goals can result in an impoverished environment for =

~children and teachers. For example, it is possible to put enough
_pressure on teachers and students to increase “productivity” as
~measured by standatdized test scores. However, such pressure may

- prove to be dysfunctional as it often sets in motion a self- defeating .
- chain of events: teachers begin to teach for the tests, teachers and
students recognize that such education is neither relevant nor

“interesting, and the niorale of teachers and students drops. 'I’he
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net effert is that the quality of educauonal engagements is lowered
and students drop out of school. ‘Achleving the short-term goal of
better test results may actually’ hinder the achievement of long 3
range goals of schools tn our soclety.! S
One way to overcome the hazards of emphasizing only imme-:
diate erk_short term goals {s to monitor the process of education as
well as. s=that is, to pay attention to the quality o
‘students by observing thelr choice of behavior
i self-direction as well ag their prodactio
thin the school, as well as within the classroom
teraction between individuals and between group
on, and procedures for making declst
d into the classroom of both hui

mphasls n objec"

f Othe f,wrlters" ‘rejeet'this narrowepproach to objectlves' and some,

o Rensis Likert ¢ ncluded from nn enalysss of studiee in busines ma
“that watching clotely only the level of performance of end-result
_(production, sales, costs, and earnings) leaus to pressure-erle‘ ed,

This ] bstandal ,lncrea 9! :

. SSee for example- Arthur W. Combs Educatienal Accountabili
Beyond Behavioral Objectives. Washington, D.C. Associaﬂbn for Supervislon
,and Curﬂeulum Development, 1972. 46 pp. ; ; ;
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‘The wnrites i;"*'the present work believe that schools whlch are .
developing goals and objectives for a ‘pluralistio socety should try

lntegraté any dualisms which tend to divide the purposes of the
schools Any atternpt to make simplistic dichotomies among objéc-
ves uch ‘48 measurable versus nonmeasurable, or subjective
] surement should be eliminated. Goals and
_selected so that they ave broad enough to
,tlons of the schools and yet specific enough

;; 6 teedback to see if they are being accomplished, To -
achleve this 15 no easy task. However, the next section attempts
follow this guideline, as well as the other three, in a school based ‘

ffeducational accoumabllity 3
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"'*'SECTION 1

A Guide to a School-Based
‘Approach to Accountability

AN APPLICATION of the guidelines of accountabiljty stated in the
-~ previous sectlon can make accountability a useful force in educa-
+ - tlon, Yet can these guidelines be followed in practice? And, if they
- can, will the results justify the effort? This section shows how
aﬁ‘trmatlve responses can be found for both questions. -

~+_The accountability plan presented in this section incorpo-
- rates some well-established practices in curriculum developmentl
e fncluding

e The use of the school as a locus for curriculum development

: curriculum decisions that will affect them -
e o The participation of informed and interested citizens on
~ curriculum committees. '

The plan, however, extends these basic practices by adding

- some additional responsibilities, such as evaluation, to the functions
 of a Planning Accountability Team (PACT). ‘

‘ The PACT approach to accountability is school- based Under
such a system, responsibility for determining objectives, allocating
resources, and measuring and reporting results is assigned primarily

~ to the local school level. Accordingly, a maximum amount of
- decision making should also be at the school level. t
o An understanding of the total plan. can be galned through
studying Figure 1 (p. 18). This Gantt Chart identifies the processes.

~ involved in a school-based accountability program and suggests a
. time frame for their accomplishment. A brief summary of each
process is presented in the next few paragraphs—a complete de-

1 Hollis Caswell and assuciates. Curnculum Improvement in Publ{c
- §chool Systems. New York: Bureau of Publications, Teachers College, Colum:-
- bia University, 1950. p. 94.

19

"¢ The participation of teachers and administrators in maklng‘j
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“seription of each process, including illustrations and how-to-do-it
suggestlons, is given in subsequent pages.

1. Organize PACT. The nature of the Planning Accountability E
Team (PACT), its membership and its functions, stems directly .
from stated guldelines for applying accountability, Sectlon I
(pp. 12-17), and from established practices in curriculum develop- -

- ment, Since the purpose of accountability is to improve the quality

individual students. Accordingly, the PACT is organized at the local
school level. This is consistent with the established practice of
- using the school as the unit for curriculum development. "Member-

- sonnel assocated with a local school. It is recognized in the plan,
however, that accountability can only be effectlve if it occurs simul-
taneously at all levels of the system—state, district, and school. -

2. Identify constraints. Within any school there are various*
- types of constraints—that is, forces that inhibit the free flow of "
- ideas and resources. Some of these forces are products of social

- of education, its focus should be on the educatlonal needs of

'ship on the PACT includes students, professionals, and lay per- A

- systems, elther within or external to {he school. Other constraints =~

o are products of political and economlc systems. And still other -

constraints are simple problems of logistics. One of the first tasks
67 the PACT is to identify the most important constraints. A

- goals, In some instances the PACT may have as one of its goals
. to remove or attenuate a constraint, ‘

. 1 o
~ 3. Assess needs. The PACT will gather data about the prasent
~ conditions of the school, the community, and the student o:i‘y in
order to determine future goals for the school. In effect, it will-
. ldentify the strengths and weaknesses of present conditions as a
o basis for plauning. :

4. Identify instructional goals. The PACT, in cooperation

~ that have been assessed. These goals should be sufficiently flexible -
“to enable the school to be responsive to a changing society and to
meet the needs of individual children.

5. Identify instructional objectives. The identification of in-
structional objectives related to the instructional goals is a task
- performed by the faculty. One aspect of this task is to specify
~ performance criteria that can be used to evaluate the achievement

of the goals and the objectives. :

knowledge of these constraints will aid the PACT in setting realfstic

with the faculty, will identify instructional goals based on the needs o
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6. Identify factlitating goals. In order for feachets to achleve
jnsttuctional gqa]é certain conditions are necessary. For example,
" appropriate materlals are needed to use an inquiry approach in -
sefence, Facilitating goals have to do with achleving appropriate
conditions to enable teachers to reach thelr instructional goals.‘ ‘
The PACT assists in idenufying and achieving these goals. -

Y, Conducc evaluation, Evaluation provides the PAOT with
information to be used in monitoring the processes and in examin-
ing the degree of congruence between agreed upon goals and their
realization. The faculty groups evaluate process and product fn
_ relation to instructional goals. However, the PACT reviews their =~
plans for evaluation, the results, and the interpretation of the results,
g’I’he PACT s responsible for evaluatlon relating to facllitating goals. -

-8 Prepare accountabillty report. Accountability is defined in -
- Sectlon I as reporting the congruence between agreed upon goals -
- and their realization. Accordingly, the PACT prepares a report in -
" which it states ihe agreed upon instructional geals and facilitating = .
_ goals and indicates the congruence between these goals and thefr -
~ realization. Such a report would probably contain appropriate -
jbackground information regarding constraints and needs,

' Some sense of timing of these processes can be gained byf'»
~ reference to Figure 1. The length of each phase would vary from -

~ school to school and would depend upon whether the school was
~using the PACT approach for the first time. In this case, it might -
- be appropriate to think of Phases 1 to 7 as covering two years. The
- first year would include Phases 1 through 4 and he second year, ,
- Phases 5, 6, and 7. However, once a school had completed a

~ two-year cycle the cycle could probably be reduced to one year
- since the PACT would already be organized and the basic data
_ collected. The phases would undoubtedly vary in length. For
~example, Phase 4—the period when the plans are actually being
* put $uto action—might require a relatively long block of time,

" The writers® attempt to chart in specific terms a process that
so vitally affects the lives of children and teachers is hazardous.
- It would be unfortunate if gains in clarity resulted in an incapacitat-
Ing rigidity of application. School groups using this guide should

- view 1t as a general map of waters to be sailed over. They should
. chart their own course through these waters and if the map helps
~ them to avold the reefs and to reach their destination of improved L
- education it will have served its purpose.
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_ ORGANIZE A PLANNING ACCOUNTABILITY TEAM

- (PACT)?

1, Organize the PACT

¢ Determine groups to b
represented

¢ Secure support for the PACT

e Choose a representative
group

. Deve[op ground rules
¢ Provide team skills

o Relate the PACT 1o national
~ and state goals -

‘2. Identity Constraints

=

Phase 1 Phase 2

Flgure 2.

L\\\\\\\\\\\\\\\\\\\j

The organization of the PACT is a key to the entire operation

of the accountability plan, The individuals or groups responsible ..
- for organizing PACT need to make several initial decisions about
- the formation of the team. Decislons must be made regarding the
securing of support and resources for the team, The composition

o - of the group must be decided. How will people be chosen? What
- are the advantages and disadvantages in having certain groups

represented?

Possible answers to these questions are provided in the follow-
ing discussion organized around five key ideas:

accountability.

Determine groups to be represented

Secure support for the PACT

Choose a representative group

Develop “ground rules” for the PACT

Provide the necessary skills for team effectiveness

Relate the PACT to national, state, and local goals for

2 An expanded section of Figure 1 is used to introduce each of the eight

processes in the PACT approach, These “mini-Gantt” charts show the pre-
ceding and following processes and provide an overview of the discussion.




- A GUIDE TO A SCHOOL-BASED APPROACH TO ACCOUNTABILITY 23
~ Determine Groups To Be Represented

~ One of the initial problems in beginning a Planning Account-
~ ability Team s declding who will be represented. As indicated
~ previously, answers to this question are determined by examining

~ tiees In curriculum development, One gutdeline for accountability
- is that any person or group influencing the quality or nature of
- educational experfence should be accountable. This guldeline can
~ be combined with the established practice in curriculum develop-
.~ ment that persons affected by a curriculum declsfon should partict-
~pate in making that decision. ‘A combination of this guldeline and
- this practice indicates that if individuals or groups are to be held
- accountable, they should have a part in planning for that account-
~ ability. Since teachers, administrators, cltizens, and students can
- all affect the quality of education, each group should be represented

~ = onthe PACT. ,

- In some instances, a school board policy will determine the

- groups to be represented on the PACT. For example, the School
- Board of Alachua County. (Florida) has established a policy that
~requires every school in the county to have a functioning Citizen

i Advisory Council3 The functions of these councils are consistent

_ with that of a PACT. The Alachua County policy stipulates that at

least 51 percent of the membership on the council shall be elected

parents with additional members from the general community,

from school support groups, from the school faculty, from the
- school staff, and, for secondary schools, from pupils in each
- grade level .t ‘

The value of teacher and administrator participation in cur-
riculum development has been recognized for the past half century.
Efforts to bypass these groups, and to impose curriculum plans
- “from above,” have generally failed. The organized teaching profes-
- slon has demanded that teachers have a voice in determining cur-
. riculum as a part of their negotiated contracts in many communities,
. The place of citizen participation in curriculum development 1
is not as well established as that of professionals. In fact, lay
- participation has been “in style” and “out of style” over the past few
decades. During the 1940’s and early 1950’s, citizens’ committees

i for education provided an important source of support for schools.

- guidelines for accountability and by considering established prac-

3 School Advisory Council Handbook. Gainesville, Florida: Alachua ; b

" County Schools of Florida, 1973. 67 pp.
A 1bid., pp. 24, 25.

Q
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'» Manr of these committees worked with teachers in currieulum
- development. The movement waned in the late 1950's and early
© 1860's to be renewed In the late 1960's as a part of the drive for

ever, cltizen participation has been a continulng feature of some | |
_ of the outstanding schools. -~ ~ o ; )

tives were ‘compromised  when citizens worked with them on
- curriculum. It is significant, therefore, that a recent National

- the “ ... general public be involved in setting the broad goals and =~
__ objectives of public schools,” and that representatives of the public
- be involved “ . . In the continuing process of goal review and -
- Yevision,”® Earller the United Federation of Teachers in New York
. City negotiated a contract with a clause stating that ‘ the Federation
and the Board of Education would work together to develop objec-
© Hve standards of professional accountability, in cooperation with
parent groups, community boards, universitles, and other interested
- parties.” This agreement provided that “, . . teachers, parents,
~students, community boards, the Board of Education, and super-
visors at all levels (will develop) agreed upon objectives: objéectives -
~Which are not so narrow as to turn children into machines, but also

_not so broad as to make measurement impossible,”¢. - .
~ Curriculum experts have long recognized the value of lay
- participation in curriculum development, “As schools move toward

- ~and instruction, citizen participation appears to be even more .
important. According to Willlam M, Alexander, moving to thisnew

~ decentralization of control of schools, Throughout the years, how- |
Teachers have sometimes felt that thelr‘prof_essiohai pretdgé¥~f‘ i

Education ‘Association publication, Accountability, proposed that

- the concept of functioning as a management center for curriculum

-~ concept “, . . demands a realignment of community educational
. forces . ., where . . , each school should have its community

~human relations. ... * 7

- 8 National Education Assoclation, Instruction and Professional Devel: -

" December 1972. p. 9. ,

) ¢ Albert Shanker, “Accountability: Possible Effects on Instructional
Programs.” In: Leon M. Lessinger and Ralph W. Tyler, editors. Accotint-
ability in Education. Worthington, Ohlo: Charles A, Jones Publishing Com- -
pany' 1971. bt 661 ' ‘ ’ . o
. - TWilljlam M. Alexander, “Curriculum Planning As It Should Be” .
- Int J. Galen Saylor, editor. The School of the Future—Now. Washington,
D.C.: Assoclation for Supervision and Curriculum Development, 1972. ,

advisory councils with competent specialists advising these groups
~ on the many problems iucldent to opening up the curriculum to

opment, Accountability, (Document.) Washington, D.C.: the Assocfatlon,
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- Gordon McCloskey, an advocate of community representation,
has clted the following ways in which citizen groups can assist
~schools: 8 '

1. Assemble, appraise, and disseminate facts which clarify educa-
- tlonal needs, and increase public understanding of what constitutes a
good school program. -
2. Help boards and administrators crystallize opinions and obtain
~ the unity of actlon essential for improving schools.

3. Communicate their opinions to others, and influence more
involvement.

He also cited some problems associated with citizen group
participation: ‘

1. When citizen groups have discovered that they possess little
real influence, they have become nonfunctional.

2. In a few instances, community groups have attempted to con-
trol a school—leading to direct, and often damaging, confrontation with
teachers and administrators.

3. Conflicts have started when community groups have attempted
tg use ftfhe school as a vehicle for social change, a desire not shared by
the staff, ' : :

~In many communities today, the advantages of citizen partici-
‘pation in advisory councils have outweighed the disadvantages.
Such participation has been marked by clearly defined purposes,
established methods of providing facts for discussion, and effective
group leadership. Under these conditions, the value of citizen
participation has been recognized by professionals and has devel-
oped into an overall, long-term effective relationship with the
school system. '

Clearly, citizens belong on the PACT if the team is to be of
maximum benefit to students and the community." The possible dis-
advantages can be overcome by developing ground rules for the
operation of the PACT as discussed in a subsequent part of (his
booklet. As indicated earlier, some of the activities associated with

~accountability are assigned exclusively to the faculty.

The case for student participation on the PACT is not as clear.
There is little experience to use as a guide in this matter. However,
logic would appear to dictate that students should be represented—
after all it is their education that is at stake! The use of the PACT
should assure that the school is serving the students and should

8 Gordon McCloskey, Education and Public Understanding. Second
edition. New York: Harper & Row, Publishers, 1967. pp. 412-13.

Q
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guard against the possibility that the students are simply serving
the school. Student membership on the PACT should help the
group to maintain this perspective.

Secure Support for the PACT

- The initiative for establishing a PACT can come from a va‘rlety
of sources. One of the most effective “energizers” would be the
school principal and/or the school faculty. However, state and local

- policy can support school efforts, For example, the State of Florida -

~has passed a bill requiring that school advisory committees be
established.? S
. Once th> ¢nergizing group has considered the idea of citizen
~and professional representation on the accountability team, its next
task is to seek support for the idea of a PACT. This support should
be solicited from teachers, students, superintendent, board of educa-
- tlon members, leaders in community organizations, and other lay
- personnel. In most instances, before these individuals and groups
- will agree to support the PACT, they will want to know the antici-
- pated function of the team—particularly as regards administrative
- responsibility, The function of the PACT, as It is conceived here,
s to assist a local school in the major area of goal setting and
- assessment. Therefore, it does not represent another administrative
- level. If personnel in the central office, including the administrative
- staff, declde to support the PACT, they can assist by acknowledging
- its area of responsibility, by responding to its recommendations,
and by providing it with needed resources. Moreover, administra-
tive officials should in some way recognize the additional time that
will be needed by members of this group to fulfill their responsibility.
While personnel in the central office are considering the idea
of a PACT, support from the local faculty should be sought if it
has not already been secured. This group will play a key role in the
total plan; thus, their support is essential. The faculty’s acceptance
of the PACT will be influenced by the benefits or advantages that
they perceive. Distributing a clear statement of purposes and
- advantages'® to the faculty as a basis for their discussion will

 9Cooperative Accountability Project. Legislation by the States: Ac-
countability and Assessment in Education. Revised. Denver, Colorado;
CAP, fall 1973. p. 10.1,
10Such a fact sheet could include a statement of need for an ac-
countability plan and the opportunities it would present to improve education.
Benefits of the plan for the staff, pupils, and community should be included,
together with a general statement of purpose and an overview,

Q
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: ‘f,ofestfa‘_ll some problems by focusing faculty attention on the benefits
- of accountability rather than on the problems. Faculty members

~could then discuss the proposed plan in a general faculty meeting :

~ and could be given the opportunity to form commlttees to present

~ suitable alternative plans, :

. If the PACT approach appears to hold promise to the faculty,
~ they can outline specific duties and functions of a PACT for their

~Individual school. For example, they could consider such functions
as those assigned to Alachua County school advisory councils: !

1. Partlcipating In the decision-making process through involve- ;
- ment in the assessment of educational needs, the establishment of priori-

tles, the planning of the educational program and budget resources for it, ~ o

“the definition of goals, and the evaluation of the school and its academic
effectiveness (p. 7) ~ ; 2

2. Facilitating school communication with parents and commu- ,
nity (p. 11) ‘

3. Informing and advising school staff regarding community con?
ditlons, asp'rations, and goals (p. 12) o

4. Assisting In providing support to parents, teachers, students,

and community for school programs (p. 14)

. 5. Participating in the preparation of the Annual Report of Schobll
Progress (p. 19) , ~

6. Assuming and consolidating the functions of existing advisory = :

committees wherever and whenever possible and appropriate (p. 20).

"Once the faculty members have made a preliminary determina- -

tion of functions of a PACT, they can assist the principal in securing .

necessary support from the local community including the informal
power structure. It is not likely that the “gate keepers” within a
local community would wish to serve on the PACT; however, the
principal could discuss the establishment of such a team with -

" influential community leaders. These lay individuals might be

asked to suggest possible members for the team. Then after the
~ PACT is established, its members could appropriately seek opinions
from these same community leaders on various questions.

~ Cooperation also must be established with the many organiza-
tions within the community. Organizations with an expressed
interest in education—such as the League of Women Voters,
Chamber of Commerce, service clubs, and welfare organizations—
should either be represented on or kept informed of the work of

11 School Advisory Council Handbook, Alachua County Schools of Flor-
ida, op. cit. S
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~the PACT. The PACT should establish ways of working with these
~ - groups so that their potential contributions to public schools can
be realized.

,'Choose a kRepresentati‘ve Group

There are two distinct methods of selecting community repre-
sentatives for an organization such as a PACT. The usual method
Is to ask for volunteers. Although this has the obvious and imme-
diate advantage of identlfying potentially useful participants, cer-
- tain safeguards need to be established—individuals who volunteer

~-are not always the best cholce and do not always represent all
- interested groups. Therefore criteria for selection should be developed
* beforehand and made public. There should be some provision for
~*“recruiting” beyond the volunteer group if it is necessary to assure

- broad community representation. A second possible procedure for
gaining broad community representation on an accountability team
- is briefly outlined.

1. Publicize a meeting with community members over an
kextended period of time (for example, three weeks).

2. Divide the participants who attend the meeting into gmups it

~and have each group elect a representative.
3. Let the representatives form the membership of the PACT.

: This same procedure can be used effectively when teachers
~and students are chosen as PACT representatives.
' A third procedure is to determine in advance the groups to be
represented and ask each group to elect its own representative(s).
In addition, the PACT might wish to make a provision for the
appointment of additional members in order to achieve broad repre-
- sentation and balance.

Develop Ground Rules for the PACT

Once the PACT is formed, it should be careful to avoid major
pitfalls which some community-school committees have encoun-
tered. Major problems, for example, arise when there is confusion
‘over the roles and responsibilities of the members. Thus ground
rules or parameters for the operation of the PACT should be deter-
mined in advance.

These ground rules should be determined by or agreed to by
those who have been asked to support the PACT. As indicated

Q
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reviousiy, the locai schocl faculty could take the ieadership in
establishing - ground rules that would then be submitted to the
- superinténdent, members of the board of education, -and com:
- munity leaders for their comments and suggestions. Some posslble

;f‘suggestions i‘or gtound rules are: : S

l. k ’I‘he team ranges from 10020 members . ' s
‘2. The chalrman is selected by the members of the PACT B
from the committee, R
3. The team acts in an advisory capacity rather than an.
f,[,administrative capacity. S
4. The team should decide on tentative statements togarding :

a. Schedule of time

b. Estimate of clerical and budgetary needs

¢ Agenda for the team

d. Statement of areas of responsibility

e. List of decisions to be made by the team.

‘5. The general dutles and responsibilities of the team should
- be listed and probably should include: o
. a. Develop a philosophy on accountability which they will
use to implement a PACT plan - e
: b. Set up a communication structure within the school -
c. Review existing literature on accountability and utilize -
these findings in their school
~d. Review current district and school policies which may
affect their functioning
e. Study and review planning and evaluation procedures
which are operative in other schools, businesses, and industries.

" Provide the Necessary Skills for Team Effectlveness

- 'The second most common pitfall of community school groups :
- isthe failure to take time to build an effective team. This mey result
in one or more of the following fils: g

1. Inaccurate communication
2. Too little or too much communication
3. Restrictive norms
4. Unclear or misinterpreted role definitions
5. Conflicts related to individual differences
6. Inappropriate or inadequate expression of feelings.
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o Theret‘ore, we recommend that to operate ‘as an effective
f.problem-solvlng team, the PACT members should use some of the

skills 1 and should spend sufficient time observing an eﬁ‘ectlve
- group in action.3

~©After what appears to be a sufﬁclent perlod of training, the
}‘members of the group could evaluate themselves by videotaping
~thelr interaction. At a later date these videotapes could be played ‘
~:,back for the further analysls of team problems.

: vthePACT It has emphasized the use of parents and other lay
citizens on the committee. In effect, the utilization of these

the PACT's access to community resources. And it will increase -
“the community's understanding of the accountability program in -

~the school, :
: Although the PACT accountability plan can be implemented

,-_power of -accountability,
- local district, or state level can be more responsive to the needs of

- ability may be to shift some aspects of decision making to the local
o school level

,Relate the PACT to National, State, and Local Goals for
Accountability

As the PACT and school offictals begin to implement a school-
based accountability program, they may first want to consicer
~natlonal, state, and local plans for accountability including existing
state laws.

12 For example, see: C. Jung, R, Pino, R. Howard, and R. Emory Inter-
persongl Communication., Portland, Oregon: Northwest Regional Educational
Laboratory, 1971,

18 See: A, Pomfret, “Involving Parents in Schools: Toward Developing
" a Soctal-Intervention Technology.” Interchange 3 (2 and 3): 121.28; 1972,
“fora descripdon of the use of organizational development trainln% as a means
of providing “parents with the soclal participation norms and skills necessary
for effective involvement in instructional and policy formulaton activities.”

prepared programs which are designed to provide communication "

“This part has stressed the importance of carefully organizing f

- members in appropriate phases of program activity will facilitate x

~relatlon to the goals, the procedures, and the aCComplishmems of
~_‘:‘without citizen involvement, this lack of participation will decrease
the overall effect of the plan, Citizen partlcipatlon increases thej e
Through such participation, decision making, whether at the

~ the people. In fact, one effect of citizen participation in account-
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The problem for the PACT and the school officials is to
utilize these plans effectively in their own local accountability
- efforts. By directing energy and initiative to working within the

boundaries of statewide legislation and schoo! district plans and
then by broadening accountability efforts as appropriate, local
accountability may have the maximum long-range impact.
~ The review of legislation on accountability in Section I indi-
- cates that state accountability plans differ considerably but they
- generally have the following elements in common:

Establishment of statewide goals

Collection of information on student performance
Provision for the allocation of state resources
Establishment of uniform accounting procedures
Evalu:.tion of professional employees.

* & » & °

The following suggestions for relating the work of the PACT
are organized around these five common elements. In the account-
ability plan proposed in this booklet, it is suggested that goals for
a particular school should be based, at least in part, upon the
assessment of local needs. However, in situations where statewide
goals are cleurly indicated, the PACT and the school officials will

| - generally follow state guidelines. In many situations, some compro-

- mise may be available by which state goals and local goals can be

" ";,_*m‘blended

- State assessment informatlon, when available, is usually
divided into three categories: (a) student achievement, (b) factors
influencing learning, and (c¢) socioeconomic data. The use of this
information by the PACT and the school officials again depends
upon state guidelines. However, the collection of this type of
information {s particularly useful in the present plan. In the sections
on needs asscssment (see pp. 38-43) and evaluation (see pp. 60-66),
state asscssment data can be used effectively. As is suggested in
both these sectlons, school officials who use standardized test
results should do so only with great care. Tests which are normative
give relative results which may or may not be helpful, especially if
parents and teachers are not sufficiently versed in their interpreta-
tion.

The most appropriate use of test results suggests they are
most helpful when they are used in conjunction with real data
collected on students in the on-going classroom.

Data from other organizations such as the International Asso-
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c!atlbnvfor the Evaluation of Educational Aéhieveme‘nt‘ (1IEA) and
" the Natlonal Assessment Programs (NAP) may prove especially -
- valuable, If they can be related to the lccal situation. Recent iesults,

~ for Instance, from both IEA and NAP found the longer a student

spends in school, the more his achievement (in subject matter
areas suth as science and literature) is influenced by school factors.
Similarly, IEA also noted that when more time was spent on learn- -

.~ ing specific skills and understanding in a course of study, students
. learned more, ' Cs
Currlculum specialists might examine results such as these

for cues as to which objectives In a given area need more (or less)
attention, Again if the Natlonal Assessment shows that factual
knowledge in sclence seems to be covered much more effectively

than problem solving, then educators may want to consider how

‘to devote more time to problem solving.

. 'The third element common to most state accountability plans, -
‘allocation of state resources, will directly affect individual schools =
when different priority systems for assigning resources are adopted, .
For that reason the PACT and school officials will want to find out =~

~ how accountability legislation will affect their county resources in

~_ the future., In some instances, funds for counties or school districts
-~ may be tied to accountability results, ‘ S
. “Although the allocation of funds and resources is primarily =

 the responsibility of the central office, the PACT may help or assist =~
~ in keeping the effects of accountability legislation from becoming =~

too narrow or restricting. '

The fourth element of state accountability plans includes the

implementation of uniform accounting systems. These cost ac-
counting and Informational systems can serve the local school in
many ways. Intelligent use of these systems can aid in long-range -
planning or in providing immediate feedback about students. For
the PACT, data from these systems may be helpful in the needs
assessment or in the evaluation phase of the present accountability
plan.

The fifth element which is broadly related to state account-
ability, but not necessarily to this plan, is the evaluation of profes-
stonal employees. Evaluatien of employees as it is defined in the
legislation of nine states refers to written evaluations of a teacher
in the daily performance of school duties. For the purposes of this
accountability plan and the PACT, this particular responsibility is
more the domain of either central office staff or school administra-
tive officials.




A GUIDE TO A SCHOOL-BASED APPROACH TO ACCOUNTABILITY 33

~ IDENTIFY CONSTRAINTS
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Figure 3.

Forces of varlous types shape the educational program within
- a given school, Those forces that have a restricting influence on the

S program are identified as constraints. Clearly, the Planning Ac-

- countability Team (PACT) will need to consider at least the major
“constraints as it sets goals for the school.

-To understand the nature of constraints il is necessary to
consider the existing social network of schools. The school is a
complex social system of many interrelated and interacting parts.
The school as a soclal system is a subsystem of the district organiza-
tion.

And the schoo! district, in turn, is a subsystem of a much
larger and more complex system of governmental agencies. In all,
the interrelated soctal systems act as a complex support network
which relies heavily on the concept of cooperation across its many
boundaries. The importance of this cooperation within and between
social systems helps to define the concept of “constraint.” For
purposes of accountability, the writers have defined constraint as
any group, individual, force, or situation which inhibits the process
of sharing or mutual cooperation. Four types of constraints as they
affect schools need to be considered by the PACT: social, economic,
political, and logistical.

O
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idehtify Social Constraints

The influence of soclal constraints on educational programs
is Hllustrated by Philip Jackson’s description of elementary schools,
In his book, Jackson described the effect of the “Institutional frame- -
work in which the teacher and his students are embedded.” * One :
of Jackson's major themes was that there is a direct relationship
between how the teacher works with the students and how the
teacher is treated within the school organization. Elizabeth Eddy's
study on Becoming a Teacher '8 provides excellent illustrations of
Jackson's theme. Excerpts from her interviews with one new
teacher indicate one of the ways in which that teacher was
initiated into the bureaucracy. ‘

Fifth Week: The principal came into the room with the district
superintendent who was especially in the school to visit the new teachers.

- At the time, my children were lining up for recess, and one child was

causing a disturbance. . . . But the district superintendent was very nice.

~ He came in with me and made the recommendation that perhaps lining

up would be easfer if boys lined up with boys and girls with girls, . . . 1

Seventh Week: The principal’s letter to me about her observation -
-was very brief. . , . N

DearMiss . ' o
I noticed a definite improvement in your class control. I demon-

strated for you how you could make it even better. Insist on feet on the

floor, desks cleared of everything, and raising hands for responsc as a
consistent classroom pattern. Watch out for repeating the children’s
answers. Also when questioning, it is usually better to pose the question
to the class before you call on an individual. ;
Sincerely, o
Mary D. O’Connell 17

Eddy concluded from her interviews with new teachers that
“the single most important sign of success as a teacher is a class-
room of pupils who follow elaborate ritualistic patterns of behavior
which express their subordinate position.” 18

What are some of the other social constraints (groups, indi-

4 Philip W. Jackson. Life in the Classroom. New York: Holt, Rinehart,
and Winston, Inc., 1968. p. 117.

15 Elizabeth M. Eddy. Becoming a Teacher; The Passage to Professtonal
Status. New York: Teachers College Press, 1969,

18 Ibid., p. 42.
17 1bid., p. 43.
18 1bid., p. 44.
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viduals, forces, or situations which inhibit the process of sharing or
mutual cooperation) that may affect a school and, in turn, influence
- teachers? The following are offered as illustrations:

1. Poor communication between personnel in the school and

_ in the central office ,

2. Cliques of teachers within the faculty that block sharing

- of ideas ~ ,

© 3. Impersonal relationships between administrators and
teachers

- 4. Teachers who have little contact with parents.

L The PACT may find it difficult to identify social constraints
~ since school personnel are, understandably, reticent to share such
. constraints. Some of these constraints will become identified as
- the PACT conducts a needs assessment described in a following
_section; other constraints will become apparent as the PACT works
* © with faculty, community members, and central office staff.

_Identify Economic Constraints

The PACT can secure enthusiastic cooperation from faculty
-~ members in identifying economic constraints. There seem to be
_ . many forces that inhibit sharing economic resources with schools.
- Some of these constraints are related to the allocation of funds
for education whether at the federal, state, or district level.
‘Other constraints have to do with commurity attitudes toward
- theschool. Still other constraints are assoclated with an inequitable
- distribution of resources within a school system. Similarly, an
economic constraint exists within a school when there is not a just
procedure for sharing resources among teachers. Faculty mem-
- bers can share with the PACT their perceptions of economic con-
straints, In addition, the PACT will want to gain insights from
community leaders, school board members, and state and federal
legislators regarding the nature of economic constraints that affect
the school.

Identify Political Constraints

Political constraints have to do with “sharing and mutual
cooperation” in relation to decision-making power. Decisions that
affect an individual school are made at several levels—the school,

- school district, state, and federal. In general, decentralizing deci-

Q
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- slon making to the school level wilt enable the school to be more.

- responsive to the needs of the cormunity it serves.

: A case in point {s found in the Louisville, Kemucky,' 'schools
where decentralization and community involvement occurred in a
system remarkably free of politics, As early as July 1971, “mini-

- boards of education” composed of parents, teachers, students, and

. munity interest into construciive action, , , .” 1?

~ Interested citizens were formed. At the same tlme, community
- resldents met to develop guidelines for mini-board membership
and electlon, areas of participation, and legal powers. These com:.
munity generated plans were then negotiated with the Board of
Education, The effectiveness of the Loulsville effort s summarized
by Terry Borton: “It has been a qulet year in Louisville’s schools,
perhaps because the neighborhood boards have channeled com.

~ There Is, however, some limit to decentralization. For example, -

to decentralize the purchase of fuel to heat the school would not be
wise. The principal would need to spend considerable time working ..
In an area in which he had little or no expertise. On the other hand,
allocating a lump sum of money for personnel and then allowing the .
faculty to decide on the best “mix" of teachers, teacher aldes,
- curriculum specialists, guldance personnel, and administrative staff -
makes geod sense, One hazard in decentralizing decislon making is -
~ that control over the necessary resources does not always accom- .
pany responsibility for making decisions. As one principal in a
“decentralized system” sald, somewhat cynically, “They have given -
me autonomy over my problems, but not over my resourcesl”
; Where can the Planning Accountability- Team (PACT) turn
for information on political constraints? Since these constraints
exist across several social systems, information from people at

varfous levels—local school, district, state—should be sought. Two

questions should suffice to get the discussion started: What types
of decislons are made at this level that affect our school? and,
What types of decisions do you think should be made at this level?

Identify Logistical Constraints

A fourth type of constraint is logistical in nature, This con-
straint usually has to do with physical and organizational conditions
In a school which inhibit the process of sharing or mutual coopera-
tion. Logistical constraints could include:

19 Terry Borton. “A Tale of Two Cities.” Saturday Review 55 (6): 54;
February 5, 1972,
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R Time--when it does not allow teachers the opportunlty to
‘share ideas in teams or as a faculty

a2 School organization—when it does not provide opportuni
- tles for example, for interdisciplinary projects, or teaming
_ approaches

3. School building—when it makes it dificult for teachers to
~share ideas, resources, and teaching responsibilities

4, A reward system—when it promotes a competitive rather

' than a coo»erative relationship among professionals,

Loglstical constraints will be found, primarily, at the building
level, Therefore, the PACT can secure assistance from the faculty
in Identifying these constraints. Students also may have interesting

- Insights on logistical constraints that affect them.

- Gathering information regarding the four types of -on-
.- stralnts—soclal, economic, political, logistical—is time-consuming.
-~ To expedite its work, the PACT might try the following procedures:

1. Appoint two task forces—one to study social and logistical
constraints and one to study political and economic constraints,
, 2. Identify specific information needed relating to the four

categories and make appropriate questionnaires.

3. Interview key individuals in the school and community
(principal, staff members, county administrators, and community

. leaders).

4. Compile the data, and list speciﬂc political, economic, and
logistical constraints that would influence the setting of realistic
goals.

5. Distribute findings to teachers, administrators, and com-
munity personnel as appropriate,

The knowledge of constraints will aid in the setting of ac-

~ countability goals and objectives which are realistic for a school.

~ The school cannot be held accountable for goals where there is
inadequate sharing of needed resources with external systems,

~ The identification of a constraint, however, does not mean
that it always should or will exist. The PACT may be able to help,
remove some constraints. In some instances, providing a feedback
of information regarding constraints may facilitate the process of
sharing or mutual cooperation. In other instances the PACT might
{dentify the removal of a constraint as a necessary facilitating goal
for improved instruction. In this case, the PACT, as a part of its
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- accountability plan, would make specific plans with appropriate
“indlviduals for the removal of the constraint. - B
- The PACT, as an organization within the socal system of the

school, can either inhibit or encourage mutual cooperation. Its

-members will need to be sensitive to this possibility in order that” -
- the PACT does not become labeled as a constraint but instead Is

- Viewed as promoting mutual cooperation. At the same time the
 PACT may discover that there are constraints or forces within the -
school preventing the type of sharing and cooperation needed in a
- program of accountability, The PACT can facilitate many of the
- other steps in this accountability program by bringing these prob-
 lems to the attention of the faculty and administration, L

. The very existence of a PACT has the potentlal for increasing
- sharing and mutual cooperation across system boundaries as well
~ as within systems, Thus, for example, when a state legislator is -

~ Interviewed by a task force on economic and political constraints,
- he learns that a school is taking accountability seriously, He also

~ learns that the school recognizes the importance of the legislature
~In influencing education, The seeds for mutual cooperation between

- that legislator, the school, and the school district have been sown, |

- The chances that these seeds will germinate will, of course, be
 Increased if the school is in the legislator’s home district. ‘

- ASSESS NEEDS

Phase 2 Phase 3 Phaso 4
2. ldentify Constraints AN
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o Assess student needs ]
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4, !dentify Instructional Goals L\\\\\\\\\\\\\\j

Figure 4,

After the PACT has been organized, and while it Is identifying
the major constraints related to the diffcrent levels of the soclal
system, it should also gather data regarding students, school per-
sonnel, and community. In assembling this information, the team
Is actually conducting a needs assessment, that fs, collecting data
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Diagram 1. Sources of Data for Needs Assessment .
about the present conditions of the school and community in order

- to determine what the future goals of the school should be.

‘A number of procedures have been developed for making a
needs assessment,2® The PACT, in selecting the procedure it wishes
~ to use, should remember the purpose of the needs assessment is to
~ provide one source of data for identifying school goals. Since public

- education is the responsibility of all segments of our-society, the

school goals should reflect values represented in the community.
Therefore, the methods selected should provide for broad com-

munity input.

The purposes of the needs assessment for the school extend
beyond specifying goals, however, as indicated by the following list:

1. It is part of a systematic approach to specifying goals and

objectives.

2. It Is a method of identifying and clarifying problems.
3. It provides data indispensahle to complex decision making.

Diagram 1 illustrates the type of data needed if PACT is
‘to make these purposes become reality. PACT will first focus on
the affective and cognitive needs of the student, then survey the
needs of teachers and administrators, and finally gather data about
the community. The information from the community which is

20 For example, see: Workshop Packet for Educational Goals and Objec-
tives. Distributed by Phi Delta Kappa, Inc., Commission on Educational Plan-

Q

. ning, Box 789, 8th and Union, Bloomington, Indiana 47401.
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listed in Part 3 of the diagram is called status information. Essen-
- tlally, data gathered through the needs assessment will be used for -
~ setting instructional goals ~

: :Assess Student Needs

‘The diagram iIndicates that student needs are to be assessed
2 by gathering data regarding affective rieeds and cognitive needs.
According to the NEA guidelines on accountability, student needs
(as viewed by parents, teachers, and other students) should be
- assessed In a broadly comprehensive manner at the state as well as -
. “at the local levels.®! The publication recommends such assessment
2 procedures as: :

o 1, Achievement, intelligence, aptitude, and demographic data ?1
: ,(standard and other)

: "9, Descriptive data on interests, rate of leaming, special talents.
modes of thinking, and interpersonal relationship skills - 8

3. Perlodic assessment to chart general changes that is, cuitural : '
roles of children and adolescents, ‘

: In some instances, the PACT will find that some of these data,
- have been collected for students at national state, and school?_
- district levels,
E After surveying state sources of data on student needs, the‘ -
~ PACT considers data already available at the local school level. As

" PACT begins its work of diagnosing the needs of students in the
~ school, it becomes important to gain the cooperation of the faculty.
Teachers can provide valuable assistance as the PACT studies both
the affective and cognitive needs of students, As the PACT
considers affective needs of students, one important step willbeto
diagnose the present status of student attitudes toward school. Two
procedures for collecting such data are to:

1. Develop a questionnaire that inquires into the attitudes,
values, and feelings of students.
" a. Does the student perceive the hours spent in school as
wasted?
b. Does he or she feel the institution is impersonal?f
hostile?
¢. Does the student look forward to‘school or does he or
she dislike it?

21 National Education Assoclation, Instruction and Professional Devel-
opment. Accountability, op. cit., p. 10.

Q
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) opératmg? ‘

d. Do students value working together, Sharlng,‘ and co-

e.- How does the peer group affect student learning?
2. Organize subcommittees to collect data on student norms

: “énd activitles,

As PACT assesses the cognitive needs of students, they wiil

- find that considerable data, primarily standardized test results, are

already available, However, one precaution should be given to the

PACT. Standardized tests are helpful but they should be used in

conjunction with other evaluation methods which are available to
teachers, Teacher-made tests, open-ended discussion techniques,

- and criterion-referenced objectives provide other means for assess-
- Ing the cognitive level of students. Although these latter methods
~ have a greater potential for “error,” they provide information in
- areas that standardized tests do not. Therefore, each technique -

complements the other at a point of possible weakness,

" Assess Professional Needs

Professional needs are assessed by collecting data on teacher
and administrative needs. Teacher and administrator understand-
ing and cooperation will be necessary in order to collect data on
internal needs. The professionals should be helped to realize that
the data will be used as a basis for helping school people to do
their job more effectively—not as a basis for a “witch hunt.” Data
gathering procedures should focus on those personal character-
Istics, professional attitudes, professional preparation, and profes-
sional behaviors which directly affect the instructional and
administr:tive processes. The PACT should be especially attentive
to teacher and administrative factors which might inadvertently
impede the educational process. ;

An important reference which suggests procedures to use in
assessing teacher and administrative needs is that by Robert S. Fox
et al., Diagnosing Professional Climates of Schools® This book

~ contains appropriate instruments and explanations for examining
. the school as a social system. Moreover, it contains questionnaires

. EK

IText Provided by ERIC

and informal surveys which ask such questions as, do adminis-
trators:

22R. S. Fox et al. Diagnosing Professtonal Climates of Schools. Port-
fand, Oregon: Northwest Regional Educational Laboratory, 1973

Q
I
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‘1. Give teachers the feeling that their work is an 1mportant ;

© activity?

2. Give teachers the feeling that they can make significant
contributions to improving the classroom performance of their
_students?

3. Take a strong professional interest in the teaching

 profession?

4. Help eliminate obstacles to the educational process?
5. Minimize the individual differences found in the faculty?

Assess Community Needs

" This part of the needs assessment surveys the status of dif-

“ferent variables in the community., An assessment of tho status
varlables is a necessary antecedent to the establishment of school -

~goals,
The answers provided through this assessment will indicate :
“the current strengths and weaknesses of the community in the five

areas which an instructional program usually addresses-—citizen- -

-~ ship, human relations, occupational, communcation, and home and
famtly. -

The list of questions which follows is drawn from a needs.

assessment approach used by the Department of Education in the -

state of Florida.** In each case, the question refers to the local
school community. The questions should serve only as a guide and
should be modified by each PACT group to assure that they are
- appropriate.

I. Occupational Interests
1, What percent of the population is in the labor force?

2. What percent of the labor force is engaged in manufacturing
industries? White collar occupations? Government work?

3. What percent of the population is engaged-in agricultural
occupations? Nonagricultural occupations?

4. What {s the unemployment rate?

5. What percent of vocational program graduates successfully
obtains employment in the skill area for which they have been
trained?

6. What is the median income by occupation for employees?

23 Department of Education. An Assesstment of Educational Needs for
Learners in Florida, Tallahassee, Florida: the Department, 1970, pp. 111-18,
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o II. Communication and Learning Skills
: 1. What percent of draftees and volunteers is rejected by the
armed services because of a lack of mental skills?

2. What percent of the population is classified as functionally
illiterate? (Race, Residence, and Sex)

3. What percent of the student body prematurely terminates its
schooling?
a. What percent withdraws without the expressed intent of
returning?
b. What percent of persons 14-17 years of age is enrolled in
school? (Race, Residence, and Sex)
4. What percent of high school graduates continues its formal
education? (College, Vocational, and Technical Schools)
I Citizenship Education ;
1. What percent of the population 18 years of age and older is
registered to vote? (Race, Sex) -
2. What percent of those persons registered to vote actually votes?
3. What percent of the juvenile population is arrested for such

crimes as theft, larceny, disorderly conduct, possession of weapons,
and other similar violations? (Race, Sex) :

4. What percent of the general population is arrested for the
crimes mentioned above? (Race, Sex, and Residence)

5. What percent of the juvenile population is referred to the
juvenile courts for traffic offenses? (Race, Sex, and Residence)
IV. Home and Family Relationships

1. What percent of the population under 18 years of age receives
Aid to Dependent Children?

2. What percent of the families is below the poverty level? (Race,
Residence)

3. What are the number and percent of children from broken
homes?

4. What are the characteristics of the housing, that is, median
value, median rent, median number of rooms, percent with sound
plumbing, percent with more than one person per room, etc.? (Race,
Residence)

5. What is the median number of children per family?
V. Human Relations

1. What are the illegitimacy rates? (Race, Age)

2. What is the most prominent local problem today?

3. What skills are needed by the school population to deal effec-

tively with the problems in human relations?

The information gathered through these questions, and
through other needs assessment procedures, will be used by the
PACT in developing a list of school goals.
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IDENTIFY INSTRUCTIONAL GOALS

Phase 2 Phase 3 Phase 4
3. “Assoss Needs AN
4. ldentify Instructional Goals

¢ Rank school goals [
o Synthesize information I

o Deotarmine Instructional d
goals

5. Igglgtggvl‘;\:lructlonal | R \\\j

Flgure 8.

The identification of constraints and the assessment of needs

~ provide the PACT with information to be used in determining N
~ instructional goals. The PACT, in close cooperation with the

faculty, identifies the most.important instructional goals. These
goals, and related facilitating goals, will provide the basis for
- accountability, In identifying goals there is a flow from general
goals to more specific ones. At each stage in the process, judgments
must be made to select the few goals that should have the highest
priority, '

Before considering the steps to be taken in identifylng goals
for the school, the PACT should be aware of four problems which
often arise in selecting goals:

‘ 1. Teachers resent being made accountable for goals which
they did not select. As a result, they may label such goals as
“unfalr” or “irrelevant.”

2. Goals for planning and accountabllity should involve 1iore -
than the values and views of professional educators, If the PACT
Is to work to improve the quality of education, then the goals
selected rnust be based on a shared consultation with parents,
community members, and children.

3. Any goals which are finally selected must be considered

- in light of many divergent and sometimes conflicting philosophies

which are present in school and society. For example, one group
in a school may advocate an “engineered curriculum” using a
mechanistic systems analysis approach. Another group may value
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, indlvidual diverslty and urge that a “person- oriented" cumculum

- ropresent different values and to avold the types of simplistic
 dichotomies discussed earlfer.

4. Goals which are selected may become lnﬂexible. Given

a specific situation, Flexibility in goals, as opposed to rigidity,

The procedures that follow were selected to minimize these
-”problems.; o

E ‘Rank school Goals

~ The PACT usually has avallable separate lists of goals issued
by the state department of education and the school system. In

- of goals, The PACT uses these lists and the results of ts own study
" of needs and constraints to develop a synthesized list of goals to be
ranked by representative community and school personnel. One
. procedure that could be used to secure this ranklng {s illustrated in
e the followlng steps:

1. The PACT identifies a list of goals consistem with its own
assessment of needs and constraints,

o 2. The list of goals identified by the PACT is combmed with
- existing school, district, and state goals,

3. A Q-sort instrument 18 developed.2

4. The Q-sort is administered to all school personnel and &

© . sufficlent sample of community people. Each person ranks the
- goals according to order of importance on a scale from one to seven,

5. ‘The ranking of each of the goals is tabulated.

; 6. A lay-professional group uses these rankings and arrives at -
. a consensus in ranking of the goals through the use of the Delpht
prediction technique,

L  For a review of Q-sort methodology see: Fred N, Kerlinger, “Q-
- Methodology.” In: Foundations of Behavioral Research, New York: Holt,
Rinehart, and Wlmton, Inc., 1964, pp. 681602,

25 0. Helmer, Analym of the Future: The Delphl Method. Santa Monica,
Califomiaz Rand Corporation, 1967,

approach be used,  The challenge is to negotiate goal decisions to

the complexity of a changing technological soclety, goals should
~ be adjusted when there is evidence that they are inappropriato for

‘»fmirrors a changing soclety where children are expected (o function. - :

‘some instances, the school may have developed its own statement =
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| Syn(heslze Information

- 'Ihrough the procedures outlined above, or similar procedures,
the PACT has developed a lst of school goals tanked by importance,
The team members also have information f*»m thelr assessment of

needs and thelr analysls of constraints, Tauls informatic:: needs to
~be synthesized In order to determine those instructlonal goals that -

- are of the greatest impoxtance to the school, o -
- An effective way to organize this information Is to use it in
~ 1dentifying weaknesses in the school program. However, before this -
- Information is to be synthesized to indicate weaknesses, further
~ Information may be obtained by having community, faculty, and =
- students rate the level of performance of current programs, These
ratings may be secured by having community membets rate each

of the ranked goals by responding on a 15 point scale to the ques-

tion: “In my opinion, how well are current programs meeting this

goal?” s ,
’ The rating scale is as follows;

Extremely Poor Fair, but Leave Toomuch
poor more needs as is isbeing
to be done done .

123 45686 789 10 11 12 131415

Faculty and students are asked to rate the goals on the same scale
responding to the question, “How well are my school’s current
programs meeting this goal?” :
- These ratings, together with information from the assessment
~of varlous needs and the identification of constraints can be used

to identify weaknesses, The way fn which a PACT and a high

- school faculty might synthesize these sources of data can be
Hllustrated by consldering a hypothetical case. Assume that one of
the goals with a high ranking was “to produce employable cltizens.”
- At the same time it was discovered that the communily, the faculty,
- and the students rated the achievement of this goal in the extremely
poor or poor range (community 5, teachers 6, students 3). The
needs assessment of the community showed that very few employ-
ment opportunities existed for students who had hot finished high
school and that approximately 30 percent of children in the high
school age range were school dropouts.

28 Workshop Packet for Educational Goals and Objectives, op. cit.
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The needs assessment of the students showed that 40 percent
of them felt the curriculum was not relevant, 49 percent found
school “boring.” ,

Given these facts, the PACT, working with the faculty, could

- focus its attention on the school dropout rate, This would lead to
~ the discovery that appraximately 35 percent of the children entering

- the ninth grade dropped out of school. The PACT and the faculty
~would then agree that the dropout rate should be reduced by
~approximately 5 percent a year over the next 5 years. To reach
this goal will probably require some far-reaching changes in the
curriculum and in teaching, as will be illustrated in the material
that follows, It is important, therefore, that the PACT and the
faculty focus their attention on only one or tvio such weaknesses
in any year,

Determine Instructicnal Goals

As indicated earlier, individuals and/or groups who are to be
held responsible and accountable should participate in the planning.
This principle becomes so important in moving from the Identifica-
tion of weaknesses to the determination of instructional goals that
it might well be restated: since a faculty will be held responsible
and accountable for instructional goals, the faculty ?* zhould become
the planning accountability team for these goals. This does not
mean that PACT as the overall group has no role to play. The
PACT would expect the faculty to identify Instructional goals re-
lated directly to the problems identified by the PACT and the faculty.

The faculty, as it proceeds to determine instructional goals,
will find a problem-solving approach useful. Experienced curricu-
lum workers are familiar with the steps of analyzing the problem,
and collecting data prior to determining the goals.2® The use of the
approach can be fllustrated by considering the hypothetical prob-
lem of reducing the dropout rate. :

The faculty as it approaches its task might phrase a question,

27 The writers would assign an important role to students in any ac-
countability progrfhm. As “consumers” of instructional plans, thelr insights
would be especlall§ helpful in determining instructional goals. Readers who
share this view will want to read “faculty and students” whenever the word
“faculty” appears In the subsequent material.

28 For an explanation of a group problem-solving approach see: Arthur
J. Lewis and Alice Miel. Supervision for Improved Instruction. Belmont,
California: Wadsworth Publishing Company, Inc., 1972. pp. 178-65.

Q
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: “What can we do in the scbool to reduce the dropout rate?" Faeulty L
- members would begin thelr data collection by examining the results
~of the student needs assessment, They might wish to add to these

- data by interviewing students who had recently dropped out of
~ school. They might also wish to study the cumulauw record :
o fo ..ers of dropouts. ;
~ . From these data a- picture of the “average dropout" might

4 emerge. Let us assume that at the tlme of separation the typical

~ dropout feels that school 's of no value to him, that he does not

~ feel a part of the school community in any way, and that he i

L discouraged because he is three or more years behind in his reading.

© At this point, the faculty members might see several ways in which -
~they could modify the school program in orer to help rcduce the‘ =

. knumber of dropouts, - =

, They could devetop some new programs--for examt)le, a
distrlbutlve education program, They could work to make thelr

~ existing courses more relevant to ithe needs of students; New types -

- of “extracurricular” activities could be developed that might catch

~ the interest of potentlal dropouts. A reading center could be

~+ established for remedial help, a developmental reading program

- could be instituted, teachers could incorporate the teaching of read :
ing into all sublect fields. , =

" 'The preceding list {s representative of possible solutions. The B
- faculty then selects one, or a combination, of these solutions.

~ Again, it Is important to assign priorities. In doing this the faculty

 can ask, “Which of the possible solutions appears to have the;
 greatest payoff?”
~ The solutions, in turn, need to be translated fnto one or more
instructional goals; for example, to develop a dlstributive educatlon 4
program or to add auto mechanics. :

A final step in goal determination is to identify performance o
and/or process criteria to be used in evaluation. A discussion of S
these criterla and their use is found on pp. 52-54. ‘ -

Although the faculty has been given the major responslbility t
for identifying instructional goals, these goals should be discussedz
with and agreed to by the PACT.

As the PACT and the faculty seek a satisfactory understanding
regarding instructional goals, they should consider the extent to
which the proposed goals will overcome problems identified from

- the synthesis of the data gathered regarding needs, constraints,

and goals.
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~ IDENTIFY INSTRUCTIONAL OBJECTIVES

Phase3 | Phased | Phases

6. Idenilty Instructional
Objectives

¢ Clarity nature of
Instructional objectives

o Determine instructional
objectives

| e State evaluative criteria
-|8. Identity Facilitating Goals AN
Flgure 6,

The faculty, after agreeing with the PACT on instructional
- goals, Is ready to move to the more specific task of setting fu.truc-
tional objectives, This Is a time-consuming task and is to be per-

formed by professional educators. As the faculty approaches this
~task, it should be aware of alternative procedures for organizing
instruction and for writing instructional objectives.

Clarify Nature of Instructional Objectives

Stating instructional objectives is one step in the well estab-
lished linear model for curriculum planning: state goals—state
instructional objectives—plan and provide experiences to achieve
the objectives—evaluate the outcomes, Such a model can become
very restrictive, particularly so when the objectives are stated in
behavioral terms. Problems arise when the ends dictate the nature
of the means. An obvious example Is “teaching for the tests.” It

i ~ might be argued that if the tests are good tests, there is nothing

wrong with this, Agreed, if the purpose of education is to enable

- a person to pass a series of tests, However, if the purpose of

education is to enhance the humanness of students, the quality of
the experience in school becomes very important, Behavioral

‘objectives have the effect of limiting the quality of experiences
when they confuse means with ends.

' Even if ends and means in a linear model are kept in proper

perspective, the right of educators to prescribe ends, or goals, for

students is being challenged. Gary Griffin, for instance, proposed

Q
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that there are those “who insist that it is not up to the school to be
the active initiating object in the process of changing people, but
that the school’s proper, more humane if you will, role is to respond
to the student as stimulus and release the role of Initlation to the
student.”

Griffin concluded that, “Indlviduals are purposeful by nature
and are able in varying degrees to artlculate their own lives so
that the school can work with them toward maklng those lives
more as the Individual wants them to be,” #

One common feature of the linear model Is stating objectives in-
behavioral terms. Arthur W, Combs, a critic of this procedure,
pointed out that, “The general tendency of the behavioral objectives
approach {s to attempt to break behavior down Into smaller and
smaller fragments capable of more and more preclse measurement,
This attempt must be resisted, for the process of fractlonation
destroys the very goals sought. Intelligent behavior is a gestalt.” %
Combs argued for a “holistic approach” to goals, such as intelligent
behavior. He recognized difficulties assoclated with assessment of .
such goals, but argued that goals should not be limited by man’s.
present capability to make precise measurement.

Given the limitations assoclated with the stating of goals in a
linear model, are there other models that may be used for curricu-
lum planning and as a base for accountability? Alice Miel and one
of the writers of this booklet proposed a designing process as an
alternative to the linear model of curriculum planning?! In this
designing process, curriculum is defined as “a set of intentlons
about opportunities for engagement of persons to be educated with
other persons and with things” 3 and “Instruction is taken to be
the actual flow of engagements, by persons-being-educated, with

~other persons and things.” 3

In this nonlinear approach, teachers do not have to design
objectives which have an exact specified outcome. Instead, an
objective 1s stated so that its outcome is relative to the teaching
process. That is, the teacher states an objective prior to the teach-

20 Gary A. Grifin. “Needs Assessment as a Concealing Technology.”
Educational Leadership 30 (4): 325; January 1973,

30 Arthur W. Combs. Educational Accountability: Beyond Behavioral
Objectives, Washington, D.C.: Assoclation for Supervislon and Currlculum
Development, 1972, p. 12.

31 Lewis and Miel, op. cit., pp. 139-63.
83 1bid., p. 27.
33 1bid., p. 29.
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(ing sltuauon. but once the class begins the teacher lets the motiva
_tion of the students modify the manner of achieving it and the
~consequence of the objective, In this case a serles of objectives is
‘determined, each one based on the ongoing action of the classroom.
"However, in this approach, the teacher must constantly evaluate
his daily objectives so that feedback is available and objectlves can
be modlﬁed and adjusted, :
- How could a school using this nonlinear approach b held
accountable? ‘Admittedly, accountability when it is restricted to
‘measuring products can be more readily applied when outcomes or -
objectives are specified in advance, but such an approach ic not

~would need to reconstruct key events in the teaching process so
~that the process might be assessed. Such an assessment would
- Incorporate measuring the objectives but go well beyond con. -
sldering how well the ends have been achieved. c
" This explanation of how accountability might be applied in
~a school using a nonlinear approach is necessarily brief. Faculty
~groups Interested in the approach will be engaged in some rather
excitlng ploneering work. However, those faculty groups deciding
- to stay with a linear model can improve their planning by applying
~ two elements of the nonlinear approach. First, they should build in
- an opportunity for adjustment of goals as the year progresses to
‘- enable teachers to make some modification in the goals. It is
. reasonable to expect that appropriate records of such modifications
will be available. Second, the objectives selected should deal with
the affective as well as the cognitive goals. It is not necessary that
all objectives be measured by tests considered to be objective, One
- must state objectives that are important and settle for the best
~ avallable measures,

' Determine Instructional Objectives

; Faculty groups that have decided to write instructional objec-
~tives, rather than to use a nonlinear approach, will be ready to begin
~ this writing once the instructional goals have been stated#* The

: 34 Directions for writing instructional obiectlves are not given since

they are readily available in a number of publications, See, for example:
Hilda Taba, Curriculim Development: Theory and Practice. New York:
" Harcourt, Brace and World, Inc,, 1962, pp. 194-210; and Robert Mager.
Prepuri&g Instructional Obiecﬂves Palo Alto, California: Fearon Publish-
“ers, 1962,

Q

‘always the best approach, Teachers using & nonliriar approach
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~ nature of these Instructlonal goals may suggest natural groupings

~ for task forces of teachers, For example, If one of the instructional

goals is to organize a developmental reading class in a high school,
“teachers in the English Department might constitute a task force

~ for determining nstructional objectives, R
- As task forces translate instructional goals into more specific

- Instructional objectives, they should rethink the instructional goals

~In terms of specific content and specific experiences in the curricu-

lum, This translatlon process often involves two or more steps as
fllustrated by the following: ¢ ; ‘ S

" Lifelong Objective: The student consistently will write gram.
- matically cortect prose In letters, memos, formal reports, and speeches, .

~ and in all other written communication in adult life,

. End of Course Objective: By the end of the course, the student will
~ write, in class, during a 45 minute test perlod, an error-free, 500-word -
s autobkifaphical story on any assigned tople, such as “The Most Ex. -
© - citing Moment of My Life to Date.” R .
o 0" Unit Objective: Mastery of the use of parts of speech and pune- .
© tuation, , o S
Specific Behavioral Objectives: Given a list of twenty adjectives,
in random o:der, the student will correctly label each noun or adjective, -

In translating this lifelong objective (goal) into specific con.:
tent as represented by behavloral objectives some of the meaning
may be lost for the learner. The specific behavioral objectives are

cettainly more “exact.” However, in implementing these objectives

the learner may not understand the “why.” That is, “Why am 1.

| s labeling nours and adjectives? What does it mean? What differ-
ence does it make to me?” Although the answers may appear to be
- self-evident to the teacher, some understanding for the leammer

may be lost. Consequently, as instructional objectives become more - .

specific in terms of learner performance, teachers mu:t assume the

~ responsibility for relating these objectives back to the instructional

goals. If they do not, a great deal of the meaning will be lost in :
the process.

State Evaluative Criterla

As the faculty identifies instructional objectives they should
also state criteria which can be used to determine when the objec-

tives have been met, Two types of criterla may be stated depending

331, Briggs. Handbook of Procedures for the Design of Instruction.

Pittsburgh: American Institutes for Research, 1970, p, 21,

e
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and can be used when exact outcomes are difficult o specify,
-Instead - of specifying outcomes, therefore, the procedures or
- processes for implemcnting the objectlve are listed and the process
~criteria are met-when all the conditions have been fulfilled. The -

result, : L , ; S :
- A process criterlon can be used, for example, when a teacher

plans to have children learn the concept of democratic {deals, In
this case, the teacher would list the following class activities which
- would help children form the concept: : ‘

1. Describe the democratic concept
2. Contrast role playing of ideologles
3. Discussrole playing
‘4. Administer self check for children,

= The process criterion will be met when the teacher has finished

. the activitles, The process criterion, although inferential in terms

- of learning, can serve as a standard when it is impossible to use a
performance criterion. ‘ ‘

The second criterion is called a performance standard or

- criterlon and is specified in terms of student performance. A per-

- formance criterion is cimilar to the famillar “how well” part of a

uponthe nature of the objectlve, The first is a process cﬂtéglon

assumption fs that following the procedures will produce the desired

~ behavioral objective. A performance criterion specifies the level of

performance that students must reach to fulfill an objective. An
- example of a performance criterfon would be: A student will be
. able to identify the nouns and verbs in ten sentences with 80 percent
accuracy.
The use of performance criterla poses a problem of over-
- simplification, Any attempt to reduce ideas, thoughts, and actions
~+ to criterla which are very simple is often dangerous. Therefore,
- the process criterla can be used either in conjunction with or in
~ place of performance criteria, when there is danger of oversimpli-
- fying an objective. S
o The following suggestions may be helpful to faculty groups
- as they are engaged in setting criteria:

1. Process and pexformance criteria should be used as appro- .
priate to the objective,

‘ 2. Criteria should include an indication of the quality of the
~ performance. :
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3. Performance standards should always be considered in

- light of what is logieal and appropriate to growth potenual at a ff
, ’given age.

4. Criteria should be modified if and when objectlves are :

modiﬂed

.~ " The statlng of instructional objectives and the listing of per-
; formance and process criterla are functions of the faculty but are

to be reviewed by the PACT, In such a review the PACT should :
" ask two questlonsx * f

e Is it probable that the achlevement of the instructlonal"f ;
objectives will result in reaching the instructional goals that were e
agreed upon earller? :

o Is the PACT willing to accept the idea that reaching the e

- stated performance and/or process criterla means that: instruc.

tional objectives have been met and that the instructional goals',

o have been met?

The PACT will need to press for satisfactory answers to these e

& questions—otherwise they cannot honestly report ¢n the congru .

ence between agreed upon goals and their realization,

- IDENTIFY FACILITATING GOALS

Phase 3 | Phase 4 | Phase5 | Phase 6
g | |

6. Identify Facilltating
Goals

o Negotlate facilitating
goals at state leve! |

¢ Negotiate facllitating
goals at district level PG

¢ Negotiate facilitating |

goals at schoot level 1
7. Conduct Evaluation \\\\\\\\\\ﬁ«\\\\\\\\\\\ﬁ

Flgure 7.
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~ A'glideline for an effective accountability program fs that any
person of group influencing the nature of educational experiences
should be accountable. In other words, if accountabtlity s going
0 have any effect—if It is going to make any difference in the lives
f children—1t must be a two-way street, If teachers are to beheld
ccountable for process and products {n education, then those who -
 control the inputs, or resources, that teachers need should also be
" held accountable. This “reciprocal accountability” is one fmportant
- feature of the PACT approach. =~ e e
- But how does “reciprocal accountability” get translated into
_practice? In the PACT approach this s through the use of facill-
- fating " goals—that s, through enabling goals that need to be ‘
~achieved in order for the staff to reach an instructional goal. The
PACT will use the same approach in reporting on facilitating goals -
-as for instructional goals—that {s, reporting on the congruence -
between agreed upon goals and their realfzation, ey
- _The procedure for reporting on accountability provides the -
'PACT with a direction for its work. Since the goals are to be
“agreed upon,” the PACT must reach a satisfactory understanding
~ Wwith individuals or groups who will be responsible for achieving
- the goals, : ,
. Agreements will need to be made regarding the nature of the
- facllitating goals, the responsibility for their achlevement, and the
 basts for judging when the goal has been reached, ,
- It may, ordinarily, be difficult to agree upon facllitating goals
- with some groups or individuals who control thelr realization. For
~example, it may be difficult to get the board of education to agree
- on the need for teacher aides. However, the PACT may be able
. to negotlate such agreement. With community membership and
understanding, the PACT can be much more vocal thau teachers,
- (When teachers have attempted to secure needed resources, their
~ attempts often have been labeled as self-serving.) Further, with
~ appropriate ties to the community power structure, a PACT can
- be persuasive. Yet, what if no agreement can be reached on a
facilitating goal? Then, at least, the PACT can report that problems
- exist that are preventing teachers from achieving their instructional
goals. g :
e As indicated earlier, schools are influenced by an interacting
- network of systems—state, district, and local school. Accordingly,
- functionaries operating at each of these levels do affect the out-
~ comes of education and should be held accountable for achieving
~ facilitating goals.

Q
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The following dlscusslon will provide illustrations and ex-
amples of facilitating goals that may occur at the state level, the
district level, and the school level,

- Negotiate Facllitating Goals

 atthe State Level
K There are factors under the control of the state which directly .

affect the outcomes of instructional goals—for example, state laws, =

 state department regulations, and financlal support for education, -
~_As the PACT identifies facilitating goals associated with one or

“more of these areas, it will need to work with appropriate indl<

viduals or groups at the state level. The PACT should avold the - |

hazard of working on too many facilitating goals at the state level -

and should concentrate on one or two specific problems. R
, Assume, for example, that the faculty end PACT have identi-
fied a problem assoclated with the followiny instructional goal—

to improve the education of young children by beginning 2
pre-kindergarten program for four-year-olds, However, there s a
state regulation prohibiting children from entering school untll
the age of five. The PACT would like to see this regulation changed
to permit children to attend school at the age of four years. The = -
PACT would then identify individuals who could influence the

changing of this regulation: state officials, legislators, business-
" men, school board members, and school officials. A meeting of
these individuals would be held, at which time the PACT would
present a “fact sheet” indicating the need for a change in the
regulation., .

Agreement on a goal to make necessary changes in the legisla

tion would be sought, and if secured, responsibility would be glven
to an action committee. The facilitating goal “vould be evaluated
in terms of whether or not the regulation is changed.

Negotiate Facilitating Goals
at the District Level

District-wide resources are generally under the control of the
central office staff operating under the general directicn of the
superintendent, who, in turn, is guided by policles set by the

board of education. Accordingly, the PACT will need to work

cooperatively with these individuals in order to realize district-level
facilitating goals. The PACT will be in a better position to negotiate
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a cooperative relationship with central office personnel. The basls

for cooperation {s quite clear; there is a shared commitment to
providing quality education, | |

consultants to assist the team with procedural and substantive
questions, . ’ o - -
- Through these efforts tha PACT is establishing the basis for

The faculty, in agreeing to its responsibility for instructional goals,

resources, necessary support services, and appropriate system-wide
~policies, A brief review of the nature of the school district’s respon.
~ sibilities may assist the PACT in {dentifying facilitating goals.
-~ The district {s responsible for allocating such resources as
. personnel, materials, equipment, and money. The facilitation of
- one or more Instructional goals could necessitate a reallocation of
- these resources, In some Instances, the PACT may find that it is
desirable to give the local school more control over a resource in
- order to achleve an Instructional goal. For example, Instead of
- requiring that “textbook money” be spent only on books appearing
- on an approved llst, schools might be glven the freedom to use these
- funds for purchasing books, other than textbooks, to implement
_ an individualized reading pro ram, -
~ An important resource for teachers in achieving instructional
.- goalsis appropriate support services. Some of these support services
~are indirectly related to instructional goals. These would include
- the provision of specialized personnel, such as psychologists and
.- - speech therapists, and activitles in which cooperative effort saves
~ time and money, such as centralized purchasing. Other support
- services are more directly related to the curriculum, such as the
- provision of supervisory personnel, educational radio and tele-
- viston broadcasts, test scoring services, and an outdoor education
- facillty, ,
Lt A host of system-wide policies, that include regulations such
~as entry-age in kindergarten, length of the school day and school
- year, bus schedules, and arrangement of teacher time for planning,
- also affect instructional goals and objectives. For a given instruc-
. tional goal, the PACT might find {t necessary to work for the
modification of one or more policies dealing with such areas as:

56 fdéiliytétlhg‘goals' if‘, from the outset, the teyam, has established G

~ - Cooperation could be enhanced by inviting a,n&émbér’of the e
central office staff to serve as a member of the PACT, In addition, =
the PACT could use one or more members from the central ofice as

reciprocal accountability between the school and the school system. ;

15 asking the school district to be responsible for providing needed o
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0 s Texthook selectlon ' -
© s Curriculumguides

s Time allocated to subjects
% Teaching methods

¢ Testing

¢ Pupilgrading,
Wit

-~ Without belaboring the obvious, if central office personne

tesponsiblo for these policies have helped the PACT and the facult
'ty {dentify their instructional goals, half the battle has been won
dAvl:l il}]lus;rali_oh" of a facilitating goal at the dlstrict level ha
to do with

_do with allocation of staff resources, Assume that the faculty,
working with' the PACT, determines that differentlated staffing
15 needed to implement an Instructional goal, A representative o
‘the PACT and the principal meet with the superintendent and th
director of personnel, In this meeting they seek the developmen
of a new pollcy that will give the local school more freedom 1
determining the type of staff to bo hired. At the end of the meetin
16y agree that the personnel director will work with the princip:
1 establishing a new policy to be submitted to the board of educa

tlon, ‘There has been agreement on a goal and a fixing of respon

bility for its realization,
fegotiat o Facllitating Goals
tthe School Level

~As the faculty members identify instructional goals, or mor:
_specific Instructional objectives, mez»may, discover the need for
changes within their own school; that is, facilitating goals may.
“need to be negotiated, These goals may be related to three general
~ topics—Instructlonal organization, learning resources, and build
- ing and equipment, - T
. After identifying one or more instructicnal goals, the faculty
- and the PACT may declde that the existing Instructional organiza..
~ tlon needs to be changed, The adoption of a: organizational change
~as a facilitating goal should be undertaken with care. Many efforts
_to change existing Instructional organizations have proven of little -
ot no value, Sometimes these organizations were adopted for pur-
- poses of -public relations; other times, unanticipated consequences
- assoctated with the organizational change have negated its value,
~ The faculty and the PACT, considering a change in instructional
~organization, should make certain that the change will enable
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them better to meet thelt instructional goals and should attemptto
ticipate all of the consequences, .
- The PACT and the faculty may also find that improved pro-
cedures for making resources avaflable are needed in order to
realize instructional goals, This finding may result in a need =
for facllitating goals, Some of these goals could be simple to
achleve-~for example, to arrange for an exchange of textbooks =
between classes or to securo suppiles on short notice, Other faclli- =

ing goals may be more compiex, such as the establishment of 8 =
arning rosource center,
~ Modifications may be needed in the school building in order -

to facilitate the achlevement of Jnstructional goals, For example,
cteating a new learning resource center may necessitate some basie
nodificatlons in the bullding. To achieve such a facllftating goal -
will generally require the support and cooperation of the school

distrfct adminfstration, AR e
- In consldering facilitating goals related to buildings, a word
of cautlon Is in order. An analysls of building needs can lead to
(disheartened faculty—producing attitudes expressed by such
statements as “We can't possibly have a good program in this |
environment.” To avold such attitudes the faculty should work =~ =
with the PACT in realistically attempting to change tho environ-
and some freshpatnt, -~ .
A facilitating goal at the school level might be fllustrated by
he establishment of a learning resource center. Assume that the .~
faculty determines that such a center Is needed in order to achleve
an instructional goal associated with independent learning. The
PACT could ask the princlpal, the school librarian, the director of
the school district medla center, two teachers, and two cltizens to
form a task force for achleving this goal. The task force would
prepare a recommendation for a learning resource center, securs
the necessary approvals, and work with appropriate individuals
until the center wasarealty, = St e
consldering the discussion of facilitating goals, whether at.
ct, or local level, the PACT should avold the problem -
ends and means,

upled

1t would be easy for the PACT to
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CONDUCT EVALUATION .

[ T T [ ohase4 | Phase | phaset | Prase7 |

|6+ Identify Facilitating Goals NN\ ' '

7. Conduet Evaluation

- | e Evaluate Instructional
| process .

| e Monitorprocesson .
1 facllrl‘ta_;llnqgogls

o Evaiuate achlevement of
Instruotional goals

‘o Evaluate achlevementot|

| facllitaling goals
|8 Prepare Accountabllity

~Evaluation is g niecessary step to enablo the Planning Account:
~ability Team (PACT) to report upon the correspondence between
~ goals and their outcomes, However, as indicated [n Section II,

accountability should be measured in terms of the processes as
as the outcomes of education, Accordingly, suggestions are offered

for evaluating process as well as oytcomes,
- Evaluate Instructional Process

- Asindicated previously, to focus accountability exclusively on
- the outcomes may prove dysfunctional. If the press to achie
- products becomes so great that students and teachers begl
- operate In a climate of fear and conformity, thelr productivity will
. decrease. But this is not the most {mportant reason for beir
ncerned with the quality of students’ experiences in school,' Ch
dren are people, school 1s not preparation for life, it-4s life,
quality of 8 child’s experfence In school may be as vital to hi
any he will ever have. Since the quality of a child’s exp
::hit’all regardless of ,L@ga‘cher,jgl(gal.sf 1t becomes Important to
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the PACT and the faculty might wish to supploment questions
- asked In the needs assessment (see pp. 38-43) with such ques-
tlonsas: = B
1. Do students perceive the curriculum as being valuable?
2. Are students motivated to learn because of some iIntrinsic
~ satisfaction derlved from learning? Or are they motlvated by -
. oxternal rewards? o e T
3. Are students’ attltudes toward learning negative?
-~ 4. Do students feel able to cope with tasks presented in school
= o;.}:are tl;ey resigned themselves to become a part of a syndromc
of fallure o : C

8. Does attendance at school enhance or detract from stu-

~ dents' self Images?

. Answers to thesy questions will vary from student to student.
However, securing a “perlodic reading” through the use of such
questions would provide val-iable information regarding the process

of instruction. ‘ - Lo T

. Another way to evaluate the process of education is to examine

the interaction of students and teachers in the classroom, - Recent

systematic observatlon methods such as the Reciprocal Category

System (RCS), Florida Climate and Centrol System (FLACCS),

Teachers Practice Observation System (‘I?08), Interaction Analy-

sis (IA), and the Peer Panel Portfolio (¥'PP) are tools to help the -

_ classroom teacher analyze his own process-oriented strategles and

_ the behavior of his students,2 o S

- Whereas carlier rating systems of teacher behavior in the

classtoom required the observer to make general statements, the |

more recent observational systems focus on precise descriptions. -

_ Because of this orlentation toward specific behavior, the instru-

~ ments require relatively “low Inference,” Most of the 75 “low infer-

~ ence” systems which now exist for classifying classroom fnteraction

. contain such information as (a) amount of talking, (b) extentof

group participation, (¢) the emotional climate of the classroom, .

(d) the kind of thinking that is most evident, and (e) the changes

which occur In verbal behavior under different circumstances.®

For a description of varlous systematic observation procedures and

s¢e; C, ywévB,eegl‘e and R. M. iran;t.l“eguo‘rg. Observational Methods

Holt, Rineba
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. Many of these “low inference” systems have been cataloged by
-~ Simon and Boyer (1967-1070).%%
©_An evaluatlon of the process of education, as provided
- through systematlc observation of classroom interaction, has value
- in that it supplies feedback to teachers as a basis for their improve. -
~ ment, Such feedback may also be provided as teams of teachers; F
~ cooperate in evaluating the process of instruction in each others’
- classrooms. These teams of four teachers work together over a
~ time cycle—for example, a two week perlod, four times a year;
- Each member of the team revolves through four roles during a
~ cycle: teacher, observer of teacher behavior, observer of student
- behavior, and data analyst. The following functions are pert‘ormed,
~In the four roles:

1. Teacher-—teach.

2. Observer of teacher behavior i

; a. Describe nonverbal behaviors-——smiles frowns, touches
- gestures, and volce levels, =
b, Give examples of phrases and patterns of verbal’

" responses, . - £
~ ‘o Makealogof the mstruction andstrategy.

3. Observer of student behavior = ; G
~a, Record activities during lessons, -~ - 05
f ‘b, Descrlbe pupil affective, verbal, and nonverbal
. haviors =
= c, Describe speciﬁc actlvitles when pupﬂs practlce tasks- :
4. ‘Data analyst-—organize report in a coherent manner,

L In a post conference, the teacher shares his own expectatlons,
- and analysis of the lesson, Team members then present feedback to
- the teacher (feedback is descriptive in nature, rather than interpre
- tive), The teacher and the team decide on new strategies and teach-
_Ing responses which will improve the teaching learning situation
~The ¢ycle then continues as the roles shift, v
At the end of a cycle, several purposes should ,have bee_,
accomplished The teacher and the team have developed skill in-
 self evaluation and critical analysis. And the teain has helped ach
' eacher identify speciﬁo strengths and weaknesses. ‘Togeth
arrived at new reetlon and next steps If a PAC

‘_oye‘r. edlto:s Mtrrors for Behavior 4 Antho
of ClassroosygthObservcgto;:ghastruments 14 Volumes Phlladelp
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 planning process evaluation, van stimulate the effective operation
~ of such teacher teams, then the team will have made an important

~ contribution,
_Monitor Process on Facllitating Goals

~ The process, or procedures, followed in achleving the facill.
ating goals need to be monitored to assure that adequate progress
s being made and to make necessary shifts in strategy if necessary.
~The monitoring may also reveal that some facilitating goals may
" need to be modified, For example, the PACT may find that what it
- had assumed was a school board rule it wished to have changed was

- astate law—and it would need to modify its goal accordingly,
. One way to monltor the procedures is to review perlodic reports

from Individuals responsible for achleving varlous goals. These
- reports might then be filed and become a part of a log of PACT -

- Monltoring the process may periodically reveal that problem
_areas aro developing. A PACT, for example, may find itself inad- =~
_vertently moving into a strained relationship with the central office. =~
e central office; for Instance, may refuse to change a policy
equiring the use of standardized tests, a policy that the PACT
elieves Is detrimental to achleving one of its Instructional goals, - -
$ It reacts, the PACT should remember that good education comes
- first, Thus, before PACT takes an opposing position, it must predict =~
~whether the total effect of its actions will promote or hinder good
ducation. The PACT must also be clear that its motives are =~
honest, that the reason for taking an opposing position is to promote .~
good education rather than to further the political or other personal -
~amblitions of members of the group, -

©If the PACT adopts a view in opposltlon't’o‘ that of ihe‘ée’ntial o

office, the principal may find himself caught in the middle of 2
onflict situation. Does his loyalty belong to the central officeor
his local PACT? It seems clear that a principal will need
ort the PACT providing {t is working for good education,
ent research study found that effective gri,ncib’él's‘ are willing
nd up against the hierarchy—that their first lo; toth
ind - their communities.*® This |
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central office administrators will recognize the long-range value to |
a school and a school system of a principal who fights for quality
education for students, Such administrators are worth their salt.

Evaluate Achievement of Instructional Goals

Evaluatlon of the achlevement of instructional goals {s a
necessary part of the PACT program, However, the purposes of an
evaluation program in a school are much broader than meeting the
needs of the PACT. The evaluation program should provide feed:
back information to the faculty about their objectives and thelr -
instructional strategles, Proper feedback about objectives can;w
systematically be obtained in a three step procedure: e

1. Describe outcomes whlch represent achievement about
objectives ~

. 2. _Specify and apply appropriate evaluation methods

go available evidence to make judgments about the
- progress of students and needed modiﬂcations of the curriculum 1
‘ and teaching processes.

o describe outcomes—the first step in the evaluation pro-"
o cedure--is to specify the behaviors, attitudes, values, and skills =
- which the learner should possess at the end of the teaching process.
- In many instances, the outcomes described will be comparable to,
~-or a modification of, the behaviors originally specified in the
~ objectives, However, as is often true, the teacher who is concerned -
: wi,_ 1 the higher mental processes, such as thinking, social attitudes,
te development, and moral values cannot specify the out-
%iig behavioral terms—either in the objective or in the evalua.-
E 11 these instances, it may be necessary to rely on. proce

‘ crite.ia rather than performance criterla. oo
. Outcomes are generally collected through objectively scored'

e tests or teacher-made tests, These methods are appropriate for cog-
~nitlve objecilves; however, a large number of objectives are n
- fcognltlvo. Evidence about noncognitive change may be collected

::Consistency. compgehensiveness, Vi lidf,,Y.
y,;Anevaluation method Is consistent if it logi_ ly relat
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o objective, For example, an objective which stresses divergent
Ing should bo evaluated by a procedure which requires diver -
erit’thinking. “An evaluation method 1s comprehensive if it pro-
68 Informatlon about the total range of objectives.  Similarly, an.
valuation method {s valid If it measures what It 18 supposed to -

~ And finally, an evaluation method Is parsimontous f 1t doss -
ot become a burden on the user by providing an overload of

nformation,

Evaluation, f it 1s serving its purpose as feedback, should

nable a teaciier to make judgments about the progress of students,
the curriculum, and teaching methods.®® However, {t may not
sorve these purposes If -the teacher and the PACT become pre-
occupled with the results and de not relate. these outcomes to
appropriate changes In the curriculum and ir. the teaching process, -
At the same time, the PACT needs to keep relating evaluation ac-

nstructional goals? .

ate Achlevement of Facllitating Goals
Whereas the evaluation of Instructional goals was primarily
responsibility of the faculty, evaluation of facllitating goals is
A functlon of the PACT. As part of the identification of facilitating
goals, the P?CT should have stated and made public the perfor.

The chlef source of eviderice will be the observation of the

congruence between agreed upor: 3oals and their realization, Inter.

ws and questlonnaires could be used to supplement direct
ervation, For example, assume that the community assessment

) hat 43 percent of the public responded affirmatively to

eel informed about

ty to accountability. The PACT's task 1s to keep asking: Are the
valuation results showing whether or ot we are meeting our -
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~ . realize all of the facilitating goals, When the goals are not yeallzed,
“evaluatlon should show the extent to which they havs been accom- -

- plished and Indlcate reasons for failure to achleve them, As a -
. result, it will be possible to make appropriate modifications in the
~ goals and In the strategy for their achievement. This will become .
~an Important patt of the PACT report, -~~~ .
. As an lllustration, assume that it was not possible to establish
_a new policy giving the local school freedom in determining the
~type of staff to be hired, The reason for the faflure was that the
- local teacher assoclation opposed the idea on the grounds that
- teachers’ rights might be violated. As a result, the PACT might
- decide to work with the teacher assoclation in order to explain the
- reasons for such a change and to secure the assoclation’s assistance .
- indrafting a new policy that would protect the rights of teachers, -

| PREPARE ACCOUNTABIITY REPORT
T T ihwes | pewes | Phew?
o propare Accountabtey | |
“Report. . o o Lot
s Proparosummary of needs |
- andconetralnts |

o Propare summary of goals |

. andoblectives )
.| & Prepare recommendatioris | - LI

B

 Figues.

~ At the end of each year, the Planning Accountability Team
_(PACT) 1s responsible for preparing the final report to the com
‘munity, the board of education, and the superintend
his report summarizes the material from steps two
¢ ng pr;»po od

of ¢

¢ accountability plan.i! The followl
tability report provides a sumr

_ PAOT ope might require two
annua) reports would be modified
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‘ Summary of Needs 'and ‘Constralnts

1 s section contalns a summary of community and schoole[ i
haracteristics Identified In steps two and three of the accountability
an-—astess needs and fdentify constraints, The PACT has coi- - e
ed 'onsld rable mformatton regarding the community and the_« £

y th mportant ﬁndlngs that affected the further work?:?
.the PAOT in ldenttfytng instructlonal and facilltating goals and
.evaluating these goal

8 need to be reported. These findings should

clude the ranking of school goals and the PACT's analysis of the
trengths and weaknesses of the school and of the constraints
perating at the local, county, and state level, The first section

d alse include any necessary updating of Information such as

1ajor changes in the community that occurred after the completion -
the needs assessment,
‘In this first sectlon of the report a statement of problems
1countered by the PACT could also be included. The material
llected in monltoring the process of achieving facllitating goals
Il be helpful In preparing this statement. One type of problem
intered might be related to unreallstic expectations by the
might have led to’ ad()ptlng too many Instructional ar
ating ‘goals,~ Another type of problem might have been a
sunderstanding by the faculty, or other group, on the role of the
ACT, The report could then indicate how this mlsunderstandtng .
,ercome. o _ «

'ne" functton of the end of year report is to document the?
rogress made toward established goals and objectives, Although

P ¢chool may not have reached all of their goals and objectives, the |
11 have evidence avaiIable which will hel“'the faculty. make
about the lprogram the' fol jear, .
he report by the PACT me
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3. Results of evaluatlon of objectives lncluding proceduresi

4. Evidence of realizatton of instructional goals

u 8. Conclusion whlch states how closely the goais weref
e ,achleved

- To prepare the teport on thls sectlon. the PAOT collects data

from the faculty members who have been implementing and
- assessing objectives for a full year. How these data are collected

will directly Influence the attitudes that faculty members have -

~ toward accountability. The writers believe that accountability can

. become & positive or a negative force depending primarily on

_ whether it unites faculty members through cooperation or divide
~ them by competition, ~Accordingly, it is proposed that data, on

~achievement of Instructional goals and objectives be collected from
~ teams of teachers wherever afpropriate. 1 :
: ~ Each of the instructional objectives wtll have a range of s

< 5 jectives, and PACT will have to relate these objectives to

~overall instructional goals. A possible method of collecting th
o needed data would be for teams to keep logs and re rds ‘whicl

, Information about processes andoutcomes. A, gain, - thi
d gep g should not. overshadow the ta‘ [ {1dxe)

~ “The iPACT’should report on the monltorlng of therprooess;
'of 1nstruction in this section, This should Include the procedures

. used in studying the effect of the instructional process on student

o (their attitudes, eto.), the nteraction of students and teache
- l;i_n ‘strafegles in the classroom, Htghlights of the finding
h"studles should also be presented.” The records and log
used by the teams in making jud
ments about the teaching process,
A ‘comprehensive accountability plan should ‘be  concerne
[ uts as well as products and process, The PACT ap
,__gfor‘ ability. for inputs-through fa 1
snt of faci t'a’tlng goals couldbeomlln
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goals, Making publlo the crlteria used in arriving at these judg:
- ments will inctease the value of the report and will help to sustain
 the PACT's credibility. o f

Prepare Recommendations

tlonal and facilitating goals. The previous section briefly outlined
~ concluslons regarding these goals; while this section specifies rea-
- sons, when possible, for not realizing the goals, An analysis of
these reasons would then provide a basis for new recommendations,
These recommendations could propcse alternative goals and pro-
cedures and tdentify possible sources of additional assistance. Thus
the report becomes a vital part of the cyclical process of setting
goals, working for their achievement, assessing their achlevement,
setting new goals, and so on. In these instances, the recommenda-
tlons become guides for program planning. ' B

~ This sectlon provides a summary and analysis of the Instrue-




- Concluslon

THE PLANN]NO Accounnmurv TEAM (PACT) approach to ac-f:
~countability described in this booklet 13 designed to fmprove the '
- quality of education and at the same time increase publo confidenico
- in the schools. This increased confidence can be expressed in action
~ programs as PACT identifies changes to be sought by coopeérative
. actlon of professlonal and lay personnel, Some may éven cor

:b’elleve that PACT s an acronym for Political Action Team,

- The approach can gain the confidence and support of
fesslonal ag well as lay personnel. Professional educators  will
- Yecognize the Inherent falrness of this approach as contrasted with
“an approach decreed from some external source with no provis
~ for reciprocal responsibility and accountability. Further, profes-
_ siona] educators will recognize the value of this approach in pro.
~ viding the types of data needed to improve programs and the
“ j“potenual for generating public support for the needed changes.
" Can this approach succeed? Tt is recognized that although
there are some fanilliar elements in the plan, it is essentlally ne
~ Assuch, the'plan can be improved with practice. For this to happen,
- procedures need to be established to share successes and fallures

in using the plan.” A varfety of applicatlons of the plan migh
_be trled, For example, a schcol could start on a relativel
scale, The Planning Accountability Team (PACT) might inclt
,fonly‘one parent and one student durlng t}lre ﬁrst»year‘ 0
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nature and promise of such an approach. Clven this under.
ding, professionals will be able to develop » program of com«
lcation with the ‘publio, It will be particularly important to
help ?(’iafdﬁ of education and logislators understand and accept the
ne

behind the approach. However, understanding is not

enough. If thig plan s to be successful it will be necessary for the
blfc and for professionals to agreo on its uso as & method of
accountabllity, Both moral and financial support will be needed

for the success of a PACT approach. -

.~ One conditlon for success will be support from currculum

and supervisory personnel. Thelr skill and knowledge coupled with

thelr ability to work effectively with people will be Important
ingredients in a PACT approach, Fortunately, this is one approach
to_accountability that curriculum and supervisory workers can

better education, -

believe in and consclentiously support for it holds the promise for
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